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Enterprise Architecture:
A Critical Design-First Discipline for
Managing Complexity and Change

Enterprise architecture (EA) is no longer an optional discipline for state governments; it is a
necessity for managing the growing complexity and accelerating pace of change in the state
government enterprise. A deliberate, well-documented and continually updated enterprise
architecture ensures that state governments can navigate their evolving landscapes
effectively, aligning strategy, investments and outcomes.
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This concept underscores the importance of business architecture as the foundation of EA, guiding
all layers and components to deliver on the mission of state government. Business architecture was

addressed briefly in Part 1 and Part 2 of this series. NASCIO's Enterprise Architecture Tool Kit Version
3.0 (2004) defines business architecture as:

An architecture within EA that provides a high-level representation of the business strategies, intentions,
functions, processes, and assets critical to providing services to citizens, businesses, governments and the like.

It includes the exploration and definition of value streams and enabling business and technology
capabilities.
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https://www.nascio.org/resource-center/resources/business-architecture-part-1-a-strategic-blueprint-for-state-cios/
https://www.nascio.org/resource-center/resources/enterprise-architecture-a-guide-to-state-government-continual-transformation/
https://www.nascio.org/resource-center/resources/nascio-enterprise-architecture-toolkit/
https://www.nascio.org/resource-center/resources/nascio-enterprise-architecture-toolkit/
https://www.nascio.org/resource-center/resources/nascio-enterprise-architecture-toolkit/

The Deliberate Enterprise Architecture

A mature enterprise architecture is purposeful, designed and continuously updated. It plays a vital
role in:

1. Strategic Alignhment
EA ensures alignment between business needs and technology solutions. Business architecture in
particular links strategic intent to operational execution, ensuring that enterprise goals are reflected in
the day-to-day activities of state government. Investments are evaluated for costs, value and impacts
within a simulated environment before engaging workforce, contracts and resources. EA promotes
consistency across governance frameworks, organizational processes and technological systems.

2. Enterprise Integration and Cross-Agency Collaboration
The state government is a collective enterprise encompassing agencies, departments and
commissions. EA will reduce redundancy and inefficiency by making it possible to identify shared
patterns and candidate shared investments across the enterprise while enabling specialization
where appropriate. EA serves as a guide for enterprise investment portfolios, helping states prioritize
projects that deliver the greatest value while minimizing redundancy and inefficiency. The structured
framework of EA supports interoperability across agencies, breaking down silos and fostering
collaboration.

3. Governance Support
Governance and enterprise architecture work hand-in-hand to ensure that state government initiatives
are aligned with strategic business intent. Together, they also provide a structured framework to
ensure successful execution through organization, business process and technology. This synergy
enables state ClOs to make informed decisions regarding the management of information assets,
business services and vendor relationships while ensuring proper integration across these resources.
By integrating governance within EA, business architecture ensures traceability from strategic
objectives to the necessary business and technology capabilities that enable those objectives. This
disciplined approach enhances decision-making and resource allocation.

4. Mitigating Consequences of a Lack of Discipline
Without explicit governance and architecture, states risk uncoordinated, siloed and redundant
investments. Ineffective resource allocation leads to wasted time, materials and finances.

5. Managing Change and Complexity
State governments must continually transform requiring mature change competency across all of
state government and EA provides that continually refreshed roadmap for managing this ongoing
transformation. State governments are complex even without ongoing transformation and EA provides
the discipline for understanding and managing that complexity. EA evaluates the full impact of
proposed changes, spanning business processes, value streams, capabilities, training and investments.
EA is a critical reference for state government as it prepares for emerging challenges - from new
technologies to shifts in workforce and power generation. It is anticipated that in the future, mature
organizations will reference enterprise architecture as frequently as financial statements, reflecting its
importance in guiding decision making.
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Enterprise Architecture Has Undergone Continual
Transformation to Guide Change Management
and Manage Complexity

Over the past few decades, enterprise architecture has adapted to address emerging priorities:
* Cybersecurity—Security architecture and data classification have become cornerstones.

- Digital Strategies—Initial frameworks from 2001 paved the way for more advanced
methodologies.

* Business Relationship Management (BRM)—Establishes ecosystems of collaboration across the
enterprise including strategic partners and constituents. Most relevant in this discussion is the
collaboration between the business and the information technology (IT) organization.

* Insight-Driven Analytics—The rise of predictive analytics including the employment of generative
Al (GenAl) capabilities.

* Enterprise Portfolio Management—The source for populating the enterprise investment portfolio
is the documentation managed within a well-established enterprise architecture platform.

* Generative Artificial Intelligence and Quantum Computing—These transformational
technologies are driving new patterns and views within EA practices.

Emerging trends, such as low Earth orbit (LEO) satellite technologies, space-based solar power (SBSP),
location-aware analytics, decentralized approaches, large language models, GenAl and quantum
computing are expected to further evolve and will require the disciplines of EA, particularly business
architecture, to ensure proper governance, oversight and effective deployment. EA itself will continually
transform to include new frameworks and methods that will evolve to meet new considerations
commensurate with emerging business and technology capabilities.

For example, we will see more and more employment of GenAl capabilities even within the internal value
streams of enterprise architecture. The creation of Al agents and GenAl advisory teams of personas could
be used to:

* Generate and evaluate alternative business models and value streams
« Automate metadata generation and data cataloging

* Assess technology lifecycles and recommend modernization paths

* Support portfolio rationalization and duplicative detection

* Generate user experience content, help guides and chat interfaces

* Simulate and test user journeys for different personas

« Track maturity of capabilities using narrative reports and assessments

*+ Analyze financial and market viability of the candidate suppliers of technology and consulting
services and identify potential risks

* Predict possible changes across the state government enterprise making EA a necessary
enabler to future-proof state government
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https://www.nascio.org/resource-center/resources/creating-citizen-centric-digital-government-a-guide-for-the-states/

Imagine the state government chief enterprise architect working with their own created team of GenAl
advisors. It's actually happening already. GenAl is rapidly evolving and will increasingly shape every part
of state government—from business operations and service delivery to the engineering systems and
technologies that support them. Enterprise architecture provides the structure and discipline to guide
and govern this transformation effectively.

Complexity Demands Architecture and
a Design-First Approach

We call out one of the most compelling motivations for investing in enterprise architecture - the
imperative to manage complexity and change. The state government enterprise is one of the most
complex organizations, integrating human dynamics with intricate systems. Managing this complexity
requires the principles of a design-first approach, systems thinking and engineering disciplines—
the same principles used to design advanced creations like spacecraft, a factory or cities. Before any of
these things are actually built, there is a design - an architecture. That design becomes a reality through
effective execution of a robust methodology for creating it. That design must be documented and
managed to effectively facilitate the initial production and the ongoing necessary modification to ensure
continual relevancy and effectiveness in meeting new demands and requirements. These new demands
and requirements will continually evolve, thus, requiring a discipline for continual reinvention.

Architecture as Intelligence

EA serves as a repository for understanding the full impact of changes across interconnected systems
within a given enterprise or within an ecosystem of joined enterprises. This understanding can then
guide decision making, choices, sequencing of initiatives and identifying strategic partnerships. An
effective EA platform can be employed to continually predict and evaluate potential future necessary
changes and the full impact of those changes on the state government enterprise. It functions as a
computer-aided-design (CAD) tool for managing organizational complexity, leveraging digital platforms
for ongoing documentation and analysis.

Sequence and Dependency

As with other complex designs, EA must precede projects, programs or management initiatives and
must be engaged during ideation and exploration to ensure intentional and strategic alignment. If EA is
engaged after the business case, after the project plan, after engaging a delivery team, then it will deliver
little value. It must be a first step that defines what projects, programs and management initiatives
should be launched and in what sequence.

The Missing Piece: Ongoing Maturity in State Government Enterprise Architecture

What is somewhat alarming is the fact that enterprise architecture practice maturity across state
governments has not moved forward in like fashion that we've seen with cybersecurity, privacy, digital
services and customer experience. These capabilities have continued to mature in a stair step fashion
over time. In contrast, enterprise architecture initiatives in state government have seen an ebb and flow,
a start and stop routine over the years with changes in state leadership and funding. Through changes
in administration and subsequent changes in organization, executive sponsorship and funding have an
up and down cycle that has continually interrupted progress. What is needed is sustained support that
lasts through leadership changes. Sustained effort and funding to create a well-implemented enterprise
architecture practice can enable the change management needed during administration changes.
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Bringing Order to Complexity: The Path Forward
for EA in State Government

Enterprise architecture, with business architecture as its foundation, is indispensable for managing the
complexity and rapid change inherent in state government enterprises. State CIOs can create deliberate,
actionable architecture that serves as both a blueprint and a tool for guiding and executing ongoing
transformation.

To effectively govern and guide enterprise transformation, state CIO offices must prioritize the design-
first approach—engaging EA at the earliest stages of ideation. This ensures the state government
remains agile, aligned and prepared to meet the demands of tomorrow. Enterprise architecture
programs must have consistent, reliable funding to ensure long-term effectiveness in state government.
Complexity demands architecture and architecture demands sustained intent and investment.
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About NASCIO

Founded in 1969, the National Association
of State Chief Information Officers (NASCIO)
represents state chief information officers (ClOs)
and information technology (IT) executives
and managers from the states, territories and
District of Columbia. NASCIO’s mission is to
foster government excellence through quality
business practices, information management
and technology policy. NASCIO provides state
ClOs and state members with products and
services designed to support the challenging
role of the state CIO, stimulate the exchange
of information and promote the adoption of IT
best practices and innovations. From national
conferences to peer networking, research and
publications, briefings and government affairs,
NASCIO is the premier network and resource
for state ClOs. For more information, visit www.
NASCIO.org.
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