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Executive Summary 
Enterprises are transitioning from traditional automation to agentic AI ecosystems, where 
autonomous software agents make decisions, orchestrate workflows, and continuously 
learn. This shift elevates Enterprise Architecture (EA) to a position of unprecedented 
strategic importance. EA becomes the command discipline responsible for defining the 
enterprise’s target state, governing AI adoption, and ensuring alignment across business 
strategy, data, applications, and technology. 

Within this architecture-led model, Business Analysts (BAs) remain essential 
contributors, but their role is supportive and subordinate. BAs translate architectural 
intent into detailed requirements, process models, and decision logic—especially during 
the early phases of the TOGAF ADM. Their analytical rigor ensures that the EA’s strategic 
vision is executable, governed, and grounded in operational reality. 

The rise of agentic AI amplifies the need for this hierarchical structure. AI systems 
introduce new risks—autonomy, drift, cross-domain dependencies, and compliance 
exposure—that require enterprise-wide governance only EA can provide. At the same 
time, AI agents depend on the semantic clarity that BA delivers: business rules, decision 
logic, and process detail. Together, EA and BA form a leadership–execution continuum 
where EA defines the “what” and “why,” BA ensures the “how,” and AI accelerates both. 

This white paper outlines the correct EA-led hierarchy, clarifies the collaborative but 
non-equivalent relationship between EA and BA, and demonstrates how their coordinated 
work across the TOGAF ADM becomes essential for scaling agentic AI responsibly, 
coherently, and strategically. 
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1. Introduction 
AI is no longer a bolt-on technology. It is a structural force reshaping enterprise operating 
models, decision-making, and value creation. The emergence of agentic AI—AI systems 
capable of autonomous action, multi-step reasoning, and cross-system orchestration—
requires a new level of architectural discipline. 

In this environment: 

• Enterprise Architecture becomes the strategic command function 

• Business Analysis becomes the operational elaboration function 

• AI becomes the execution and optimization function 

This paper establishes the correct hierarchical relationship between EA and BA, explains 
how they collaborate across the TOGAF ADM, and expands on why this structure is 
essential for agentic AI adoption at scale. 

2. Enterprise Architecture as Strategic Leadership 
2.1 The EA’s scope of responsibility 

Enterprise Architects operate at the highest structural tier of the organization. Their 
responsibilities include: 

• Defining the target state architecture across all layers 

• Ensuring strategic alignment between business goals and technology investments 

• Establishing architecture principles, governance, and guardrails 

• Managing capability evolution and transformation roadmaps 

• Overseeing AI governance, including autonomy levels, risk controls, and telemetry 

• Ensuring enterprise-wide coherence across domains, platforms, and processes 

In the Age of Agentic AI, the EA becomes the chief orchestrator of: 

• AI agent integration 

• Decision automation boundaries 

• Human-AI collaboration models 
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• Continuous learning and compliance loops 

This is a strategic leadership role, not a project-level function. 

2.2 The BA’s scope of responsibility 

Business Analysts operate at the tactical and analytical level, focusing on: 

• Requirements elicitation 

• Process modeling 

• Decision logic definition 

• Business rule documentation 

• Validation of solutions against business outcomes 

• Change impact analysis 

Their work is essential, but bounded by the architecture framework defined by the EA. 
They ensure that the EA’s strategic intent is translated into operational detail. 

3. Why Hierarchy Matters — Especially in the Age of Agentic AI 
Agentic AI introduces new challenges that cannot be managed at the BA level: 

3.1 AI requires enterprise-wide governance 

Agentic AI systems: 

• Make autonomous decisions 

• Trigger downstream processes 

• Interact with multiple systems 

• Learn and adapt over time 

Only EA has the authority and scope to define: 

• Autonomy levels 

• Guardrails 

• Ethical boundaries 
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• Cross-domain integration patterns 

• Telemetry and monitoring frameworks 

3.2 AI amplifies architectural risk 

Without EA leadership: 

• AI agents may bypass governance 

• Decision logic may fragment 

• Data lineage may break 

• Compliance may fail 

• Shadow AI systems may proliferate 

3.3 AI requires capability-driven planning 

Agentic AI must be deployed within business capabilities, not ad hoc. Only EA owns the 
capability map and value stream architecture. 

3.4 AI requires continuous alignment 

Agentic AI systems evolve. EA ensures that evolution remains aligned with: 

• Strategy 

• Architecture principles 

• Risk posture 

• Regulatory requirements 

BA alone cannot manage this. 

4. Collaboration Without Equivalence 
4.1 The EA–BA relationship is vertical, not lateral 

The EA leads. The BA supports. 

This is not a matter of status—it is a matter of scope, accountability, and enterprise risk. 

EA responsibilities cannot be delegated to BA: 
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• Architecture vision 

• Capability modeling 

• Governance 

• AI integration strategy 

• Target state definition 

BA responsibilities cannot replace EA: 

• Requirements 

• Process detail 

• Decision logic 

• Operational validation 

The relationship is hierarchically integrated, not peer-to-peer. 

5. Collaboration Across the TOGAF ADM 
Below is the revised, hierarchy-aligned mapping of EA leadership and BA contribution. 

Phase A — Architecture Vision 

• EA leads: Vision, scope, principles 

• BA supports: Stakeholder needs, business drivers 

• Handoff: BA → EA 

Phase B — Business Architecture 

• EA leads: Capability map, value streams, target operating model 

• BA elaborates: Processes, rules, requirements 

• Handoff: EA → BA 

Phase C — Information Systems Architecture 

• EA leads: Data and application architecture 

• BA supports: Data usage, integration needs 
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• Handoff: BA → EA 

Phase D — Technology Architecture 

• EA leads: Technology standards and platforms 

• BA validates: Operational fit 

• Handoff: EA ↔ BA 

Phase E — Opportunities & Solutions 

• EA leads: Solution architecture 

• BA evaluates: Business impact 

• Handoff: EA ↔ BA 

Phase F — Migration Planning 

• EA leads: Roadmap and sequencing 

• BA supports: Change readiness 

• Handoff: EA ↔ BA 

Phase G — Implementation Governance 

• EA leads: Compliance and governance 

• BA validates: Requirements and outcomes 

• Handoff: EA → BA 

Phase H — Architecture Change Management 

• EA leads: Evolution and continuous improvement 

• BA informs: New requirements and insights 

• Handoff: BA → EA 

6. Why This Model Is Critical in the Age of Agentic AI 
Agentic AI fundamentally changes how enterprises operate. It introduces: 

• Autonomous decision-making 



 
 

 
© 2026 Digital Enterprise Architecture Advisors LLC | The Agentic AI Architecture Blueprint 

9 
 

• Multi-agent orchestration 

• Continuous learning 

• Dynamic workflows 

• Cross-domain dependencies 

These characteristics demand: 

6.1 Strong architectural command 

Only EA can ensure: 

• AI agents operate within defined boundaries 

• Decision logic aligns with enterprise strategy 

• AI systems integrate coherently across domains 

• Governance is enforced end-to-end 

6.2 Clear semantic foundations 

BA provides: 

• Decision logic 

• Business rules 

• Process detail 

• Operational constraints 

Without BA, AI agents lack the semantic grounding needed for safe autonomy. 

6.3 Continuous feedback loops 

Agentic AI requires: 

• Telemetry 

• Drift detection 

• Performance monitoring 

• Governance updates 
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EA owns the control plane; BA provides business insight. 

6.4 Capability-driven AI deployment 

AI must be deployed within capabilities, not projects. EA defines the capabilities; BA 
elaborates them. 

7. Recommendations for Enterprise Leaders 
1. Position EA as the strategic authority for AI-enabled transformation. 

2. Embed BA within EA-led architecture teams, not as independent analysts. 

3. Formalize EA → BA handoffs in ADM Phases A–B. 

4. Use capability-driven planning as the foundation for AI adoption. 

5. Establish AI governance under EA leadership, with BA providing operational 
detail. 

6. Ensure BA does not operate outside architectural boundaries, especially in AI 
initiatives. 

7. Adopt continuous EA–BA feedback loops to support agentic AI evolution. 

8. Conclusion 
In the Age of Agentic AI, Enterprise Architecture becomes the strategic command 
discipline that ensures coherence, governance, and alignment across the enterprise. 
Business Analysis becomes the analytical engine that translates architectural intent into 
operational detail. 

Their collaboration is essential—but not symmetrical. 

• EA leads 

• BA supports 

• AI executes and optimizes 

This hierarchical, collaborative model is the only sustainable way to scale AI responsibly, 
coherently, and strategically. 
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Enterprise Architects design the enterprise. Business Analysts make it executable. 
Agentic AI accelerates both. 
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Appendix A: The Role of the AI-Enabled Enterprise Integration 
Layer 

 

1. Conceptual Purpose 

The green band in the TOGAF ADM swimlane diagram represents the AI-Enabled 
Enterprise Integration Layer—a continuous connective tissue between Enterprise 
Architecture (EA) and Business Analysis (BA). It is not a role, department, or technology 
stack; it is a conceptual layer that ensures strategic intent (EA) and operational 
execution (BA) remain synchronized through AI-driven orchestration. 

This layer embodies the digital nervous system of the enterprise—where architectural 
governance, business semantics, and AI automation converge to enable adaptive, 
intelligent operations. 

2. Functional Role in the Enterprise 
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The AI-Enabled Integration Layer performs four critical functions: 

1. Governance Mediation 

o Translates EA principles and capability models into executable AI policies. 

o Ensures that autonomous agents operate within defined architectural 
boundaries. 

o Provides traceability between AI decisions and enterprise governance rules. 

2. Semantic Alignment 

o Connects BA-defined business rules, decision logic, and process models to 
EA-defined capabilities and data architectures. 

o Maintains semantic consistency across AI systems, applications, and 
workflows. 

o Prevents drift between business meaning and technical execution. 

3. Operational Feedback Loop 

o Captures telemetry, performance metrics, and behavioral data from AI 
systems. 

o Feeds insights back to EA for architecture evolution and to BA for process 
refinement. 

o Enables continuous learning and adaptation across the enterprise. 

4. Cross-Domain Orchestration 

o Integrates data, applications, and workflows across business domains. 

o Allows AI agents to coordinate actions between systems while respecting 
architectural constraints. 

o Supports dynamic scaling and reconfiguration of business capabilities. 

3. Why It Matters in the Age of Agentic AI 

Agentic AI introduces autonomy, reasoning, and orchestration—capabilities that blur 
traditional boundaries between architecture and operations. Without a defined integration 
layer: 
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• AI systems may act outside governance controls. 

• Business rules may lose traceability. 

• Architectural coherence may erode. 

• Compliance and auditability may fail. 

The AI-Enabled Integration Layer ensures that autonomous systems remain 
accountable, business logic remains interpretable, and architecture remains 
coherent. 

It transforms the enterprise from a static structure into a living architecture—one that 
learns, adapts, and evolves under controlled governance. 

4. Relationship to EA and BA Roles 

Function EA Contribution BA Contribution 
AI Integration 
Outcome 

Governance 
Mediation 

Defines principles, 
guardrails, and 
capability boundaries 

Documents business 
rules and compliance 
criteria 

AI agents operate 
within governed 
limits 

Semantic 
Alignment 

Establishes data and 
capability models 

Defines process logic 
and decision semantics 

Shared ontology for 
AI reasoning 

Operational 
Feedback 

Monitors architecture 
performance 

Analyzes business 
outcomes 

Continuous 
improvement loop 

Cross-Domain 
Orchestration 

Designs integration 
patterns 

Validates process 
dependencies 

Seamless 
AI-enabled 
workflows 

5. Strategic Implications 

The AI-Enabled Integration Layer is the bridge between architecture and intelligence. It 
ensures that AI does not replace human governance, but extends it through automation 
and insight. It allows EA to remain the strategic command discipline, BA to remain the 
semantic interpreter, and AI to become the execution engine—all within a single, 
coherent enterprise system. 
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6. Summary 

In the TOGAF ADM collaboration model: 

• Blue (EA) represents strategic leadership and governance. 

• Orange (BA) represents tactical analysis and operational detail. 

• Green (AI Integration Layer) represents the connective intelligence that binds 
them. 

Together, they form a tri-layered enterprise system: 

EA defines the structure. BA defines the meaning. AI enables the motion. 
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Appendix B: Technical Implementation of the AI-Enabled 
Enterprise Integration Layer 
The AI-Enabled Enterprise Integration Layer is the connective intelligence that links 
Enterprise Architecture (EA), Business Analysis (BA), and agentic AI systems into a 
coherent, governed whole. This appendix outlines how such a layer can be implemented 
technically using modern architectural patterns, integration frameworks, and AI 
governance mechanisms. 

 

1. Architectural Foundations 

Implementing this layer requires a multi-component architecture that spans data, 
integration, governance, and AI orchestration. The following foundational elements are 
essential: 

1.1 Enterprise Architecture Repository 
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A centralized architecture repository provides: 

• Capability models 

• Value streams 

• Data models and ontologies 

• Integration patterns 

• Architecture principles and guardrails 

This repository becomes the source of truth that AI systems reference for constraints, 
semantics, and governance. 

1.2 Semantic Data Layer 

A semantic layer ensures that AI agents understand: 

• Business terms 

• Relationships 

• Rules 

• Context 

This can be implemented using: 

• Knowledge graphs 

• Ontology management systems 

• Semantic metadata catalogs 

This layer bridges EA’s structural definitions with BA’s operational semantics. 

1.3 Integration Fabric 

A modern integration fabric enables cross-domain orchestration and includes: 

• Event streaming platforms 

• API gateways 

• Service meshes 

• Workflow orchestration engines 
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This fabric allows AI agents to interact with systems in a controlled, observable, and 
governed manner. 

2. AI Governance and Control Plane 

Agentic AI requires a governance control plane that enforces architectural boundaries 
and ensures safe operation. 

2.1 Policy Engine 

A centralized policy engine enforces: 

• Autonomy limits 

• Compliance rules 

• Ethical constraints 

• Data access permissions 

Policies are defined by EA and interpreted by AI systems at runtime. 

2.2 Telemetry and Monitoring 

Continuous monitoring captures: 

• AI decisions 

• Workflow execution traces 

• Data lineage 

• Drift indicators 

• Performance metrics 

This telemetry feeds back into EA and BA for continuous improvement. 

2.3 Risk and Compliance Framework 

The integration layer must support: 

• Audit trails 

• Explainability mechanisms 

• Model validation workflows 
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• Regulatory compliance mappings 

This ensures that AI remains accountable and transparent. 

3. AI Orchestration and Execution Layer 

This layer enables AI agents to operate across the enterprise while respecting architectural 
constraints. 

3.1 Agent Orchestration Framework 

Provides: 

• Multi-agent coordination 

• Task delegation 

• Context sharing 

• Conflict resolution 

It ensures that AI agents behave as cooperative components within the enterprise 
architecture. 

3.2 Workflow and Decision Automation 

Implements: 

• BPMN workflows 

• Decision modeling (DMN) 

• Rule engines 

• Human-in-the-loop checkpoints 

BA-defined logic becomes executable, governed automation. 

3.3 Model Hosting and Execution 

Supports: 

• Model serving 

• Prompt orchestration 

• Retrieval-augmented generation (RAG) 
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• Fine-tuning pipelines 

All models operate within EA-defined boundaries. 

4. Feedback and Learning Loop 

The integration layer enables continuous improvement through structured feedback. 

4.1 Data Feedback Loop 

Operational data flows back into: 

• Architecture performance dashboards 

• Business process analytics 

• AI model retraining pipelines 

4.2 Architecture Evolution Loop 

EA uses telemetry to: 

• Update capability maps 

• Adjust integration patterns 

• Refine governance policies 

4.3 Business Insight Loop 

BA uses insights to: 

• Refine requirements 

• Update process models 

• Improve decision logic 

This tri-loop system ensures the enterprise becomes a learning architecture. 

5. Implementation Roadmap 

A practical implementation typically follows these stages: 

Stage 1 — Foundation 

• Establish architecture repository 
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• Define capability and data models 

• Implement semantic layer 

Stage 2 — Integration 

• Deploy integration fabric 

• Implement API and event governance 

• Introduce workflow orchestration 

Stage 3 — AI Enablement 

• Deploy AI governance control plane 

• Integrate agent orchestration 

• Implement telemetry and monitoring 

Stage 4 — Optimization 

• Enable continuous learning loops 

• Expand cross-domain orchestration 

• Mature AI governance and compliance 

6. Summary 

The AI-Enabled Enterprise Integration Layer is not a single product or platform—it is a 
multi-layered architectural construct that: 

• Anchors AI systems in enterprise governance 

• Ensures semantic consistency across domains 

• Enables safe, scalable agentic AI 

• Connects EA strategy with BA operational detail 

• Creates a continuous learning architecture 

It transforms the enterprise into a coherent, governed, intelligent system where: 

EA defines the boundaries. BA defines the logic. AI executes, learns, and adapts. 
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