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Document Information
Item Description
Framework AI4EA - AI Adoption Framework for Enterprise Architects
Version 1.0
Document Type Framework Specification

Primary Audience
Enterprise Architects, Chief Architects, AI/Data/Solution Architects, 
CTO/CIO organizations and AI governance leaders

Framework Philosophy Align. Architect. Govern. Scale. Measure.

Design Intent
Technology-neutral, business-aligned, risk-aware and execution-
oriented

How to Read This Specification
AI4EA is organized as a concise practitioner specification. It defines the framework structure, decision methods and 
minimum architecture artifacts required to move from AI ambition to governed enterprise capability. The figures are 
normative visual summaries of the concepts described in the surrounding sections; detailed implementation patterns 
may be maintained separately in an AI4EA Practitioner Guide or Reference Architecture catalogue.

AI4EA at a Glance
 Seven adoption layers connect strategy to measurable enterprise value.
 Four architecture pillars form the Core Engine for solution-level decisions.
 Readiness is assessed across Data, Technology & Platform, Governance & Risk, and People & Culture.
 A federated hub-and-spoke model balances enterprise consistency with domain ownership.
 Phase gates control progression from opportunity through deployment and scale.
 Continuous evaluation closes the loop between operations, governance and architecture.
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1. Executive Overview
Artificial Intelligence is evolving from an isolated technology capability into a fundamental enterprise concern. 
Organizations are moving beyond experimentation with individual models toward integrated AI ecosystems involving 
foundation models, enterprise data, knowledge systems, AI agents, business applications, cloud platforms, security 
controls, governance mechanisms and new operating models.

This transition introduces architectural decisions that extend beyond traditional AI engineering. Organizations must 
determine where AI creates meaningful business value, which capabilities should be built or acquired, how enterprise 
knowledge should be made available to AI systems, how models and agents should interact with existing applications, 
how AI risks should be governed, and how AI investments can be scaled sustainably.

Enterprise Architecture is positioned to connect these decisions across business, information, application, technology, 
security, governance and organizational perspectives. AI4EA provides a structured approach for governing and scaling 
enterprise AI adoption.
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Figure 1 - AI4EA Enterprise AI Adoption Framework

AI4EA structures adoption as a progression from strategic intent to measurable enterprise value. Strategic priorities 
determine where AI should be applied; readiness determines whether the enterprise can execute; the Core Engine 
determines how solutions are architected; the operating model establishes ownership; and the execution model 
provides a controlled path from experimentation to scale.

Continuous evaluation operates across the framework through the cycle: Measure -> Evaluate -> Govern -> Improve 
-> Re-architect.



AI4EA v1.0  |  AI Adoption Framework for Enterprise Architects

AI4EA Framework Specification  |  Align. Architect. Govern. Scale. Measure.

2. Purpose, Scope and Audience
2.1 Purpose
AI4EA provides Enterprise Architects with a practical structure for guiding AI adoption from strategic intent through 
enterprise-scale implementation. It addresses five fundamental questions:

Principle Core Question
Align Why and where should the enterprise adopt AI?
Architect How should AI capabilities be designed?
Govern How should AI be controlled and assured?

Scale
How can successful AI solutions become sustainable enterprise 
capabilities?

Measure Is AI producing sustainable enterprise value?

2.2 Scope
AI4EA covers AI strategy alignment, use-case portfolio management, enterprise readiness, sourcing and model 
strategy, data and knowledge architecture, integration and orchestration, security and responsible AI, AI economics 
and FinOps, operating models, evaluation, execution planning and value realization.

AI4EA does not prescribe a specific model, provider, cloud, product, protocol or implementation technology. RAG, 
vector search, knowledge graphs, GraphRAG, AI agents, semantic caching and MCP are implementation patterns that 
may support framework capabilities but are not mandatory components.

2.3 Intended Audience
 Enterprise and Chief Architects
 Solution, AI and Data Architects
 Technology Strategists and CTO/CIO organizations
 AI Platform and Engineering Teams
 Architecture Review Boards and AI Governance functions
 Cybersecurity, Risk, Compliance, Finance and Product stakeholders
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3. AI4EA Guiding Principles
Principle 1 - Business Value Before Technology. Begin with a business problem, opportunity or strategic objective 
rather than a model or technology.

Principle 2 - Architecture Before Scale. Experiments can be rapid; scalable enterprise AI requires deliberate 
architecture.

Principle 3 - Data and Knowledge Are Enterprise Assets. AI effectiveness depends on accessible, trusted, 
contextualized and governed enterprise information.

Principle 4 - Govern by Design. Security, privacy, responsible AI, compliance and auditability are designed in, not 
added later.

Principle 5 - Human Accountability Remains Explicit. Automation must not obscure accountability; oversight 
should match impact, autonomy and risk.

Principle 6 - Evaluate Continuously. Quality, safety, cost and performance must be evaluated beyond initial testing.

Principle 7 - Design for Portability and Change. Minimize unnecessary dependency on individual models, vendors 
and protocols.

Principle 8 - Scale Through Reuse. Prefer reusable platforms, patterns, services, standards and controls.

Principle 9 - Economics Are an Architecture Concern. Consumption, compute, retrieval and infrastructure 
economics influence architecture decisions.

Principle 10 - Measure Outcomes, Not AI Activity. Models, agents and pilots are activity measures; enterprise 
outcomes are success measures.

4. Framework Structure
AI4EA consists of three complementary elements:

Element Purpose Examples
Framework Defines what must be considered Seven layers and four Core Engine pillars

Methods Defines how important decisions are made
Readiness, UCPS, sourcing assessment, 
phase gates, continuous evaluation

Artifacts
Defines the evidence decisions should 
produce

Vision, portfolio, architectures, operating 
model, roadmap and value scorecard

In practical terms, AI4EA defines what to consider, how to make architecture decisions, and what evidence those 
decisions should produce.
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5. Strategic Vision & Business 
Alignment
Strategic Vision & Business Alignment establishes the enterprise context for AI adoption. Its purpose is to prevent 
disconnected experimentation and ensure that AI investment supports explicit strategic priorities.

5.1 Business Strategy & Objectives
AI initiatives should be traceable to business capabilities, strategic objectives, customer outcomes, operational 
improvements, innovation objectives or risk-reduction goals.

5.2 AI Vision & Principles
The organization should establish a common position on how AI will be used and the principles that govern adoption.

5.3 Target Operating Model & Value Themes
The enterprise should determine how AI may change processes, roles, capabilities, decisions, customer interactions 
and technology delivery. Typical themes include productivity, automation, revenue growth, customer experience, 
decision support, resilience, risk reduction and innovation.

5.4 Stakeholder Alignment
Business, architecture, technology, data, cybersecurity, risk, compliance, legal and finance stakeholders should 
establish common expectations and decision rights.

Primary Outcome
Enterprise AI direction linked to business strategy, architecture principles and measurable value themes.

Core Artifacts
 AI Vision
 AI Architecture Principles
 AI Value Themes
 Target AI Capability View
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6. AI Opportunity & Use Case Portfolio
AI4EA treats AI opportunities as an enterprise portfolio rather than a collection of independent experiments. Candidate 
use cases progress through: Discover -> Assess -> Review -> Prioritize -> Roadmap.

6.1 Discovery and Assessment
Opportunities should be discovered from business processes, customer journeys, enterprise capabilities, operational 
challenges, information-intensive activities, strategic initiatives and decision processes. Discovery begins with the 
problem or opportunity rather than a predetermined AI technology.

6.2 AI4EA Use Case Priority Score (UCPS)
UCPS provides a consistent decision aid for comparing candidate use cases. Organizations may adjust weights to 
reflect industry, strategy, regulation and risk appetite. Risk is inversely treated so higher inherent risk reduces overall 
priority.

Figure 2 - AI4EA Use Case Prioritization Matrix

6.3 Portfolio Classification
The quantitative score should be complemented by a portfolio view that balances business value and implementation 
feasibility.
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Figure 3 - AI4EA Use Case Portfolio Classification

High-value, high-feasibility opportunities should normally receive priority; high-value, lower-feasibility opportunities may 
be treated as strategic bets; lower-value, high-feasibility opportunities may be quick wins; and low-value, low-feasibility 
items should normally be deferred or reassessed.

Primary Outcome
A governed portfolio of AI initiatives linked to measurable enterprise priorities.
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7. AI4EA Readiness Model
Before scaling AI, the enterprise should determine whether the foundational capabilities required by its targeted use 
cases exist. AI4EA evaluates readiness across Data, Technology & Platform, Governance & Risk, and People & 
Culture.

Figure 4 - AI4EA Enterprise Readiness Matrix

7.1 Data
Accessibility, quality, ownership, metadata, lineage, classification, privacy, knowledge availability and access control.

7.2 Technology & Platform
Cloud and infrastructure, AI platforms, compute, model access, integration, deployment automation, observability, 
scalability, resilience and cost management.

7.3 Governance & Risk
AI governance, cybersecurity, privacy, responsible AI, model risk, architecture governance, regulatory requirements, 
auditability and accountability.

7.4 People & Culture
AI literacy, architecture and engineering skills, leadership awareness, change readiness, defined roles and 
organizational adoption.
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7.5 Readiness Levels
AI4EA defines five levels: Initial, Emerging, Defined, Scaled and Adaptive. The required target is use-case dependent; 
Level 5 is not a prerequisite for adoption. The assessment identifies the gap between current capability and the level 
required to execute the prioritized portfolio safely and sustainably.

Primary Outcome
Prioritized AI capability gaps and a readiness improvement roadmap.
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8. AI4EA Core Engine
The Core Engine represents the primary architecture decision space of AI4EA. Its four pillars are interconnected 
decision domains rather than sequential stages. Governance, security, economics and evaluation operate across the 
architecture, while sourcing, knowledge and integration decisions are evaluated collectively for each use case.

Figure 5 - AI4EA Core Architecture Engine

8.1 Pillar I - AI Sourcing & Model Strategy
Determines how the required AI capability should be obtained and which model strategy best satisfies business and 
architecture requirements. Approaches may include build, buy, consume, configure, RAG and fine-tuning.

Core artifact: AI Sourcing & Model Strategy Decision

8.2 Pillar II - Data & Knowledge Architecture
Transforms enterprise information into trusted and reusable knowledge for AI systems. The objective is to provide the 
right information with appropriate context, quality, authorization, provenance and governance.

Core artifact: AI Data & Knowledge Architecture

8.3 Pillar III - AI Integration & Orchestration
Determines how models, agents, tools, applications, workflows, users, data and enterprise systems interact. Agent 
architectures should explicitly define autonomy boundaries and human approval requirements.

Core artifact: AI Integration & Orchestration Architecture
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8.4 Pillar IV - Governance, Security & Economics
Ensures AI operates within acceptable enterprise boundaries while remaining economically sustainable. It integrates 
security, privacy, responsible AI, risk, compliance, evaluation, observability and FinOps.

Core artifact: AI Governance, Security & Economics Architecture
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9. Federated Operating Model
Enterprise AI requires both enterprise-wide consistency and domain-specific innovation. AI4EA therefore recommends 
a federated model based on a Central AI Hub and Embedded Domain Spokes.

Figure 6 - AI4EA Federated Operating Model

9.1 Central AI Hub
The Hub provides reusable foundations such as reference architecture, standards, shared platforms, approved model 
access, common controls, reusable patterns, evaluation capabilities, observability, FinOps, engineering enablement 
and communities of practice.

9.2 Embedded Domain Spokes
Domain teams own business-specific use cases, domain context, product integration, execution, adoption, business 
KPIs and feedback to the central capability.

Centralize what must be consistent. Federate what must remain close to the business.

Primary Outcome
A scalable organizational model combining enterprise consistency with domain ownership and innovation.
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10. AI4EA Phase-Gated Execution 
Model
AI4EA uses phase-gated execution to reduce investment risk while allowing value to be demonstrated rapidly. The 
visual execution model below expands the earlier 90-day concept into a reusable lifecycle. Time horizons are 
indicative and should be adapted to use-case complexity and organizational delivery practices.

Figure 7 - AI4EA Phase-Gated Execution Model

10.1 Gate Logic
Gate Decision Purpose Primary Concerns
Gate 1 Approve definition Value, strategic fit, feasibility, risk

Gate 2 Approve build
Requirements, architecture, readiness, 
business case

Gate 3 Approve deployment
Quality, security, controls, operational 
preparedness

Gate 4 Approve scale
Adoption, measurable value, economics, 
resilience and governance

Possible gate decisions include Proceed, Refine, Hold or Stop. Scale decisions may additionally include Limit, Re-
engineer or Retire.

Primary Outcome
Controlled progression from AI opportunity to sustainable enterprise capability.
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11. Enterprise Value & ROI
AI4EA considers AI successful when it produces measurable enterprise outcomes. Value should be evaluated across 
productivity and efficiency, innovation and time to value, decision quality, risk and compliance, cost optimization, 
customer outcomes and strategic advantage.

11.1 Value Measurement Hierarchy
AI4EA separates technical performance from business value. Technical AI performance is an enabler, not a substitute, 
for enterprise outcomes.

Measurement Layer Representative Measures

Enterprise / Strategic Outcomes
Revenue, productivity, risk reduction, customer experience, strategic 
capability

Use Case Outcomes
Adoption, time saved, processing improvement, decision quality, 
customer outcome

AI Technical Performance Quality, accuracy, task success, latency, reliability, cost and safety

Operational Efficiency
Infrastructure utilization, cost per inference/transaction, throughput and 
resource efficiency

Metrics should be traceable upward: operational efficiency supports solution performance; solution performance 
enables user and use-case outcomes; and those outcomes should contribute to business and strategic value.

11.2 Value Scope
Value should also be assessed across three scopes: Use Case Value -> Platform Value -> Enterprise Value. This 
prevents shared AI capabilities from being judged solely by the economics of an individual project.

Core Artifact
AI Value & KPI Scorecard.
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12. Continuous Evaluation & 
Improvement
AI architecture is not static. Models, data, prompts, tools, regulations, threats, costs, business requirements and user 
behavior change. AI4EA therefore establishes continuous evaluation as a cross-cutting discipline.

MEASURE  ->  EVALUATE  ->  GOVERN  ->  IMPROVE  ->  RE-ARCHITECT  -> 
MEASURE

12.1 Evaluation Domains
 Business outcomes and user adoption
 Model quality, errors and hallucination
 Safety, security and policy compliance
 Latency, reliability and operational resilience
 Consumption, cost and unit economics
 Emerging risks, regulations and architecture alternatives

Significant changes should trigger architecture reassessment rather than being treated solely as operational 
adjustments. Continuous evaluation connects operations back to Enterprise Architecture and investment governance.

12.2 Governance Lifecycle
Governance should be treated as an ongoing capability across planning, building, deployment, operation and 
evolution. The AI4EA governance view below provides a complementary lifecycle perspective for responsible AI.

Figure 9 - AI4EA AI Governance Framework
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13. AI4EA Artifacts & Deliverables
AI4EA produces architecture evidence and decision artifacts rather than documentation for its own sake.

Minimum Sufficient Architecture. AI4EA encourages the minimum set of artifacts necessary to support sound 
decisions, governance, communication and reuse. Artifacts should exist to enable decisions rather than merely satisfy 
documentation requirements.

AI4EA Layer Mandatory Core Artifact Supporting Artifacts
1. Strategy AI Vision & Architecture Principles Value Themes; Target Capability View
2. Opportunity AI Use Case Portfolio UCPS; Risk Classification
3. Readiness AI Readiness Assessment Heatmap; Gap Analysis; Capability Roadmap
4A. Sourcing AI Sourcing & Model Strategy Decision Model Scorecard; TCO Assessment
4B. Knowledge AI Data & Knowledge Architecture Retrieval Pattern; Knowledge Inventory
4C. Integration AI Integration & Orchestration Architecture Agent Model; Tool Matrix; HITL Model

4D. Governance
AI Governance, Security & Economics 
Architecture

Risk Matrix; Evals; FinOps Model

5. Operating Model AI Federated Operating Model RACI; Hub/Spoke Responsibilities
6. Execution AI Adoption Roadmap Phase-Gate Assessments
7. Value AI Value & KPI Scorecard Benefits Tracking

The artifact set establishes traceability from strategic intent through architecture decisions to measurable outcomes 
and creates reusable enterprise knowledge for subsequent AI initiatives.
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14. Enterprise AI Reference 
Architecture
AI4EA is technology-neutral, but a reference architecture can help practitioners map the framework to common 
enterprise technology layers. The reference architecture below is illustrative rather than prescriptive.

Figure 10 - AI4EA Enterprise AI Reference Architecture

The layered model separates consumption, application, orchestration, intelligence, data and infrastructure concerns 
while treating security, governance, compliance, monitoring, people and FinOps as cross-cutting capabilities. 
Organizations may adapt, combine or replace layers according to their existing enterprise architecture.

The reference architecture should be interpreted together with the Core Engine: sourcing decisions shape the 
intelligence layer; data and knowledge decisions shape the knowledge and data layers; integration decisions shape 
orchestration and application interaction; and governance, security and economics span the complete stack.
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15. Applying AI4EA
AI4EA is intended to be adapted rather than mechanically implemented. Organizations may apply the complete 
framework when establishing an enterprise AI capability or use selected methods and artifacts when evaluating an 
individual initiative.

1. Align strategy. Establish AI direction, architecture principles and expected enterprise outcomes.

2. Build the opportunity portfolio. Identify, assess and prioritize AI use cases.

3. Assess readiness. Determine whether enterprise capabilities are sufficient for the targeted portfolio.

4. Architect the solution. Apply the four AI4EA Core Engine pillars.

5. Establish ownership. Define Central AI Hub and domain responsibilities.

6. Execute through phase gates. Move deliberately from discovery through build, deployment and scale.

7. Measure enterprise value. Connect technical performance with use-case and enterprise outcomes.

8. Continuously improve. Use operational evidence to refine governance, platforms, architecture and investment 
priorities.

Application should be proportionate to size, risk, complexity, autonomy and strategic importance. A small internal 
productivity use case should not require the same governance effort as an autonomous capability affecting customers, 
regulated decisions, financial transactions or critical operations.
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16. Framework Conformance
Conformance to AI4EA is based on decision coverage rather than technology selection. An initiative can be 
considered aligned with AI4EA when it can demonstrate that:

 The use case is linked to an identifiable business objective and value hypothesis.
 Value, feasibility, readiness and risk have been considered.
 Relevant readiness gaps have been identified and dispositioned.
 Sourcing and model decisions are explicit and traceable.
 Data and knowledge requirements are architected.
 Integration and orchestration requirements are architected.
 Governance, security, responsible AI, economics and evaluation are addressed.
 Ownership and accountability are defined.
 Progression toward scale is subject to appropriate decision gates.
 Measurable outcomes are established and continuously evaluated.

AI4EA conformance does not require any specific model, vendor, cloud provider, agent framework, database, protocol 
or implementation technology.

16.1 Tailoring
Organizations should tailor methods, scoring weights, readiness targets, gate criteria and artifact depth according to 
industry obligations, risk appetite, architecture governance and delivery practices. Tailoring should preserve the intent 
of the framework: business alignment, explicit architecture decisions, proportionate governance, scalable execution 
and measurable value.
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17. Closing Perspective
AI adoption is not primarily a model-selection exercise. At enterprise scale, AI becomes a combination of strategy, 
architecture, data, knowledge, platforms, integration, governance, people, economics and organizational change.

Enterprise Architecture provides the connective discipline required to manage these concerns as a coherent system. 
AI4EA connects strategy to opportunity, opportunity to architecture, architecture to execution, execution to 
governance, governance to measurement, and measurement back to architecture.

The objective is to ensure AI is introduced where it creates value, architected for scale, governed according to 
risk, economically sustainable, and continuously measured against enterprise outcomes.

AI4EA - Align. Architect. Govern. Scale. Measure.
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Appendix A - Readiness Assessment 
Guidance
For each readiness dimension, determine the current level, determine the level required by priority use cases, identify 
the capability gap, assess the impact, define remediation actions, and assign ownership and target timing.

Gap Disposition Meaning
Resolve before pilot The gap prevents safe or meaningful experimentation.
Resolve during pilot The gap can be addressed as part of controlled validation.
Resolve before scale The pilot may proceed, but production scale requires remediation.

Accept
The residual gap is accepted according to enterprise risk appetite and 
governance.

Appendix B - Use Case Scoring 
Guidance
UCPS is intended to create consistency, not automate investment decisions. Quantitative scoring should be 
complemented by architecture judgment, strategic dependencies, regulatory obligations, portfolio balance and 
organizational capacity. Scores should be revisited as technology, cost, feasibility, readiness and priorities change.

Appendix C - Key Terms
AI Agent: An AI-enabled software capability able to reason about objectives, interact with tools or systems, and 
perform actions within defined boundaries.

AI Architecture: The structures, components, relationships, principles and decisions required to integrate AI 
capabilities into the enterprise.

AI Governance: Decision rights, policies, controls, accountability and oversight mechanisms governing AI.

AI Readiness: The extent to which the enterprise possesses the capabilities necessary to adopt and scale AI for a 
defined purpose.

Enterprise AI: AI capabilities integrated with enterprise information, systems, processes, governance and operating 
models to produce organizational outcomes.

Fine-Tuning: Adaptation of an existing model through additional training for particular behaviors, domains or tasks.

Human-in-the-Loop (HITL): An architecture pattern in which human participation is required for review, approval, 
correction or decision-making at defined points.

Model Context Protocol (MCP): An integration protocol that may connect AI applications with tools, resources and 
context; AI4EA treats it as an implementation option.

Retrieval-Augmented Generation (RAG): An architecture pattern in which external information is retrieved and 
supplied as context to a generative model.

Responsible AI: Principles, practices and controls intended to ensure AI is developed and used consistently with 
organizational, ethical, legal and societal expectations.

Use Case Priority Score (UCPS): The AI4EA decision-support mechanism for evaluating opportunities using value, 
alignment, feasibility, readiness, risk and time to value.
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