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Abstract.

Enterprise architecture management (EAM) is considered to be a valuable
means in order to support large-scale changes, called enterprise transformations
(ET). In the study at hand we apply an explorative qualitative approach in order
to investigate the potentials of EAM to support ETs by discussing the topic with
highly knowledgeable informants that deal with EAM on a daily basis in nine
different companies. The results reveal six propositions about the current and
future state of EAM as an ET supporting discipline. The propositions reveal a
distinction between IT and business focused EAM, means and activities taken
by EAM to support ET, major pitfalls that need to be avoided as much as per-
ceptions about the future of the discipline.
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1 Introduction

Enterprise architecture (EA) is the definition and representation of a high-level view
of an enterprise‘s (company, governmental body, etc.) business processes and IT sys-
tems, their interrelationships, and the extent to which these processes and systems are
shared by different parts of this enterprise [1]. Enterprise architecture management
(EAM) is a tool to establish an EA by describing the current state of the organiza-
tions’ structure and developing a strategy, and thus a desired future state of the enter-
prise [2]. The transition between these two states is called enterprise transformation
(ET) [3, 4]. ET is an “extensive, fundamental modification of the company, which is
generally initiated by strategic decisions made by the management” [5].

The activities that are necessary in such transformation processes need to be coor-
dinated in an organized manner [6]. Coordination is considered as the management of
dependencies between activities [7]. The involved activities will typically consider




several additional aspects of the enterprise, such as human resourcing, finance, or
reporting structures [4].

EAM is seen by many scholars as a means to support the coordination of transfor-
mation [8, 9, 10, 11]. However, in many transformations, architects are not involved
or limited to a support of IT matters [12]. Therefore, we are interested in the reasons
for such limitations — how do architects see their role in transformations, which per-
spective do they take, what is the scope they consider? Summarized the following
research question guides our explorative study:

RQ: How do enterprise architects perceive enterprise transformations and how do
they contribute to the successful management of these.

In the following section we present related work concerning the topic area. We con-
tinue with presenting our research approach. In section four we describe the results by
providing the qualitative data that we collected. We go on with a discussion and pro-
vide summary and limitations in the last section.

2 Related Work

2.1  Enterprise Transformation

ET is a company’s response to the dynamics of their environment or to internal crisis.
Because of this oftentimes radical and fast moving environment, organizations need
to establish the ability to react even faster to these sometimes fundamental changes
[13]. ET does not focus the minor changes a company undergoes in their strategic
considerations or processes every day, but describes the fundamental changes that
substantially modify its relationships to internal and external stakeholders [14].
According to Rouse [14] four main causes for transformations exist: First, the revenue
opportunities of emerging markets or new technologies are initiators of transfor-
mations. For example the rise of mobile applications has completely changed some
businesses and value proposition of companies, which made it necessary to transform
their processes, technologies and strategy [15]. Second, threats of the market or tech-
nology changes are causing ETs [14]. Third, transformation initiatives by main com-
petitors drive ETs. Sometimes changes in the environment become only visible if a
major competitor adapts itself and suddenly performs better or attracts more or differ-
ent customers [14]. Finally, internal crisis within the enterprise fosters ETs. Examples
are a decrease of key performance indicators such as cash flow or market performance
[14].

Management of ET includes manifold activities that need to be coordinated. Kotnour
et al. [16] identify four major management steps: (1) recognizing the change, (2) es-
tablishing an overall philosophy, (3) deciding on future environments and (4) defining
the interconnected accountabilities. Uhl & Gollenia [17] provide an approach that
integrates existing disciplines like business process management, IT management,
value management, strategy management, project management and others by a newly



introduced discipline called meta-management. This discipline deals with the coordi-
nation and general setup of the transformation [18].

2.2 Architectural Support of Enterprise Transformation

The management of EA is a “continuous and iterative management function” [19],
meaning that planning and executing EAM is not a one-time effort but requires con-
stant support [20].

One of the main goals of EAM is the continuous alignment of business and IT [13,
19, 21] in order to improve the performance of the organization. Alignment is sup-
ported by creating a holistic and integrated view of the strategy, processes, technology
resources and information flows often represented in the different layers of an EA
framework [22]. It is a key objective to reduce organizational complexity by codify-
ing and understanding its structures [23]. Ross et al. [9] found that the introduction of
EAM enables the reduction of IT costs. This is possible because of a consistent, stra-
tegic IT planning [21] which can reduce costs of IT operations as well as application
maintenance [24]. Beyond cost reduction, IT responsiveness and flexibility can be
increased with a reduced development time of applications, minimized overhead and
the ability to reuse IT-components [25].

On the business side, enterprise architecture is supposed to improve risk manage-
ment, optimize business processes and support decisions [9]. This is possible because
EAM is considered to combine and integrate the strategy, business and technology
perspective in order to model different future operation scenarios [22].

The type of information that EAM can provide is documented and formalized in
manifold meta-models [26, 27, 28, 29]. In [30] we consolidated concepts of those
meta-models in order to get an overview about information that is potentially provid-
ed by current EAM approaches. Figure 1 illustrates common information objects of
EAM.
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Fig. 1. Information provided by EAM [30]

Asfaw et al. [12] provide a discussion about how EAM is supporting ETs. They iden-
tify success factors like communications, stakeholder involvement and guided appli-



cation development. However, the authors conclude that architecture cannot deal with
all occurring challenges. Additional disciplines like change management are needed.
Winter et al. [31] illustrate how EAM and ET management differ and what both have
in common. Especially the to-be designs and change project roadmaps that EAM
creates, are seen as an integrated implementation component and input for ET.
However, almost none of the current literature provides an overview of the archi-
tects’ perception and opinion about the future support of transformation. Thus, we
aim at discussing the current transformation support of EAM and its future evolution.

3 Research Approach

We conducted a multiple case study approach guided by the one described by Eisen-
hardt [32]. Such an approach usually yields more robust and generalizable findings
than single case discussions [33].

3.1 Data Collection

In order to gain insight to the context of ET and EAM, we conducted a literature
search by following guidelines provided by vom Brocke et al. [34] and Webster &
Watson [35]. Since on the one hand we wanted to understand the relation of ET and
EAM ahead of the interview phase but on the other hand needed to deal with a huge
amount of available sources in the topic area, we concentrated on major journals
(Jourqual ranking [36]) and conferences (ECIS, ICIS) by applying the keywords “En-
terprise Architecture” OR “Enterprise Architecture Management” on the title. For the
ET part we applied the keywords “Enterprise Transformation” OR “change” OR
“strategic transformation” OR “IT transformation”.

In addition to the structured search, we conducted reverse searches by surveying
the references of articles we found during the first search steps. We further added
sources that were already known in the research group in order to provide a rich foun-
dation for the preparation of the interviews.

Based on the surveyed literature, we developed the questionnaire for the inter-
views. The questionnaire consists of four major sections. In Section A we intended to
“break the ice” by starting with biographical questions like the informant’s job de-
scription or company. We move on with questions that aim at understanding the role
of EA for the company. The third part deals with ET as such by asking the informant
about transformations where he or she was involved in. We related the subsequent
questions to these examples. We asked primarily about the extent, the scope and the
success of the transformation. In the fourth part of the questionnaire, we asked about
the EAM involvement in the described ET example.

In general, we adopted the research approach described in [37]. Thus, we conduct-
ed the interviews face-to-face or on the telephone, depending on the availability of the
interviewees or the local distance. For the phone interviews we incorporated guide-
lines given by Burke & Miller [38] like providing the questionnaire upfront or being
aware of the difficulties of the communication channel. We relied on additional data



sources like reports offered by the companies (e.g. the annual reports), publically
available information about the interviewees (e.g. social network profiles), press re-
leases, websites, field notes etc. The triangulation of such sources increases the ro-
bustness of the resulting findings [39]. Our informants were all experienced enterprise
architects or employed in similar positions like data architect or business architect.
We identified the informants by applying the search terms “Enterprise Architect” or
“Transformation Architect” in social business networks (Xing and LinkedIn). Our
search revealed 86 potential informants in the German speaking area; we could make
appointments for interviews with nine of them. All interviews were recorded and
transcribed in order to allow for further processing in the research team. We tran-
scribed the interview in the language we discussed with participants. Extracts present-
ed in this paper are translated for understandability reasons. We asked the informants
to focus on their own experiences and tried to find examples that are not located too
far away in the past. Whenever possible we used court-room questioning in order to
avoid questioning that allows informants to speculate [40]. We further promised our
informants to keep their and their company’s anonymity in order to allow them for
providing honest answers.

3.2  Informants & Data Analysis

Our informants were working with nine European companies in different industries.
All companies have more than 5000 employees and dedicated EA departments. In
Total we recorded and transcribed more than seven hours of interview material.
Table 1 provides an overview of the companies and informants.

Table 1. Interview Partners

Company Industry Informant

A Telecom Head of IT Strategy & Architecture
B Automotive Enterprise Architect

C Consulting Enterprise Business Architect

D Consumer Enterprise Architect Bl and Data

E Banking Transformation Manager

F Consumer Lead Enterprise Architect

G Telecom Enterprise Architect

H Banking Enterprise Architect

| Banking Director Integration Architecture

We followed recommendations for multiple case studies by Eisenhardt [32] and used
within-case and cross case analysis. This implies to understand the interviews and
cases conducted in one Company first and afterwards identify commonalities and
differences. We used the software ATLAS.ti in order to conduct a first open coding.



We used the graphical functions of ATLAS.ti in order to cluster the codes in a pur-
poseful way based on semantic similarity [41] to get an overview concerning emerg-
ing constructs.

4 Results

We identified six major constructs that are influencing the current and future support
of EAM for ET. These are the ET scenario, EAM activities, EAM artifacts,
knowledge about the establishment of EAM as an ET support discipline, pitfalls and
perceptions about the future.

4.1  Enterprise Transformation Scenarios

We discussed with our informants what they perceive as an ET scenario and ask them
to provide concrete examples from their point of view. In Table 2 we summarize the
examples given during the study.

Table 2. Transformations Described in the Cases

Company  Scenario Goal Cause Success

A Replacement of Develop a complete Merging of mobile and Yes
IT new IT Stack fixed phone

A Partnerships Partnership with exter- Changed customer demand Yes

nal companies

A Business pro-  Designing of Services ~ Competitor situation de- Yes
cess reengi- mand more flexible prod-
neering ucts

B Post-merger Integration of an Asian  Step into Asian market No
integration Development Facility

B Compliance Roll out of Enterprise ~ N/A No
policies en- Application Manage-
forcement ment.

C Replacement of Companywide auditing International customers Yes
IT standard and stronger competitors

D Compliance Restructuring of IT Number of unnecessary Yes
policies en- demand process projects
forcement

D IS consolidation Customer support Old systems and new SAP Yes

services system for other areas
E IS consolidation Reduce number of Personal changes Yes

systems




Replacement of IT  One core banking Need to decrease costs No
system for the group

Post-merger integra- Acquisition of another  --- Yes

tion bank

New business de- Establishment of an Competitor situation Yes

velopment online channel

Post-merger integra-  Integration of the two ~ Merging of mobile and fixed Yes

tion IS stacks phone

Replacement of IT  New Access and Iden-  Regulatory Yes
tity Management

Replacement of IT ~ New System for In- Need to reduce costs No
vestment banking

IS consolidation Consolidation in In- Organizational restructuring Yes

vestment banking

Thus, our informants provided experiences from 16 ETs. Certain scenarios are more
similar to each other than other ones. A pretty common scenario is the post-merger
integration. Mergers and acquisitions (M&A) are strategic moves to enhance the
growth of the company [42]. The goal is to create synergy effects by “integrating two
separate business entities” [43]. Two-third of all mergers fail or do not deliver the
expected operational improvements. One of the reasons is the missing integration of
the technical architecture, organizational infrastructure and cultural aspects, besides
the financial components [43].

An example is Company E (retail bank) that acquired another bank in Eastern Eu-
rope. The goal was to integrate the new company on the organizational and the tech-
nical side as well as possible. The chosen method of IT integration was a mix between
a standardization and coexistence approach [44]. Company E already had negative
experiences with failed standardizations and this time took the approach to standard-
ize some processes where possible but still kept two co-existing systems. The EAM
department in this case took a consulting role and provided experiences from past
projects. Thus, the transformation is considered a success as of today.

Another scenario often mentioned by the architects is the replacement of infor-
mation technology or legacy systems. These are replaced for several reasons rooted
either in the business or the IT side of the enterprise [45]. On the business side, typi-
cal causes are for example: “Changes in accounting practices and policies”, “financial
drivers”, i.e. in terms of productivity, “requirement of new system capabilities” and
many more [45]. The technical side can also provide reasons for a replacement: “Sys-
tem not compatible with newer technologies”, “costs of upgrading are too high”,
“technology that is no longer supported” or that the necessary staff is unique and ex-
pensive [45]. Often the cost driver is and most of the technical problems arise from a
lack of documentation in the legacy systems [46]. The replacement of technical com-
ponents is often accompanied by large transformations in other areas of the organiza-
tion, such as personal or cultural changes. However, in such large scale transfor-



mations a significant degree in planning is necessary in order to prevent disruption of
the operational business [47]. This is important because in most cases, such transfor-
mations fail because of their complexity and changing business objectives [48].

An example for this scenario is Company H. The transformation project conducted
established a new access and identity management (AIM) system. An AIM system is
used to control the responsibilities and permissions of the employees in the different
applications and databases. The scope of this transformation is enterprise-wide, since
it affects every user. The driver for this project was not primarily cost reduction or the
replacement of an old mainframe system but to meet regulatory requirements.

The third major scenario that we identified during the study is the consolidation of
systems. While it is similar to the previous scenario, the difference is the focus on
consolidation of small systems rather than replacing core legacy systems. Companies
introduce massive transformation initiatives to reduce the number of applications.
Typical processes are to research what kinds of applications are necessary to carry out
the different business processes [49]. Afterwards, obsolete systems are discovered and
eliminated. However in general the goals are similar to the replacement of IS: cutting
costs and reducing complexity, which results in a more competitive IS structure.

As an example, Company D is a global developer and manufacturer of consumer
goods. Their strategic goal is to conduct a transformation from a production based
company to a consumer driven company. This transformation has an effect on the IS
landscape as well. Some years ago they started a huge initiative to introduce an ERP
system for the finance and sales department. The most important reason, for not intro-
ducing this system for all departments was the fear of failure of a too large program.
The area of customer service was, for example, not part of this ERP initiative. The
customer service is mainly based on in-house-developed systems for each region. The
problem is that the system and the knowledge holding employees are too old. The
different systems produce costs and are difficult to maintain in the global data center.
The goal is to bring all regions into one system, with some exceptions allowed. Addi-
tionally, the compatibility with the new ERP system must be ensured.

The other cases are further business oriented transformations like business process
reengineering or the development of a new business model.

Proposition 1: Most ETs that would benefit from EAM occur in the areas of mergers
and acquisitions, replacement of IT, consolidation of systems and further business-
related ones.

4.2  EAM Activities of Transformation Support

At first we were interested in activities that architects conduct in order to support ETs.
Very often EAM has a moderator role and tries to bring different partners together.
Like our informant from Company G stated:



“We try to bring all the princedoms together at one table in order to figure
out, which solution makes sense. If no agreement is possible the head of ar-
chitecture or IT Manager decides — but that is always the last resort, be-
cause than it’s not jointly supported by all participants” (Company G).

The business support for a transformation can be even more direct; EAM here can
take the role of an internal intelligence service. While in certain transformations archi-
tects are members of the governance boards, in other cases EAM acts rather as a deci-
sion supporter. Our informant from Company D provides an example from a business
model affecting transformation:

“If the e.g. business would like to reduce prices for certain spare parts and
redefines a strategy according to which in order to foster a stronger cus-
tomer commitment, we try to structure the relevant information by using
questionnaires and catalogues” (Company D).

In the case of Company F, the holistic character of EAM becomes evident. Here the
task of EAM is having the overview of the manifold programs, projects and demands
that are currently affecting the company. Further, the EAM department is the one,
were all the target states are known and interferences easily can be identified. The
informant from Company B further considers a globally understood EA method as a
helpful means in order to support transformations, especially to have a common un-
derstanding of certain techniques and thus increase the probability of consistent out-
comes. EA also helps to utilize external providers by identifying necessary capabili-
ties that these must provide (Company C).

If the architects are located in the IT department and are rather dealing with IT is-
sues, further mechanisms become apparent. A major one is providing IT-related deci-
sion information to the transformation management team. But the job is not about
information provision only — EAM is valuable for the Cl1O to communicate the IT part
of the transformation and to strengthen his role. Our informant from Company C
pointed out:

“If you consider which artifacts, results or intermediate results the CIO
needs in order to communicate further up, e.g. to the CFO in order to allow
for information about how well the IT support for certain business functions
is.” (Company C).

The results show that the term EAM covers two different areas of activity: On the one
hand the planning and strategy about IT related issues (e.g. application landscapes) on
the other hand rather qualitative additions to the overall transformation initiative — not
necessarily about IT-related issues. This finding is in line with other studies like [50],
thus we summarize:



Proposition 2: The term EAM covers two related but different approaches of trans-
formation support — one focusing on business/IT alignment and one rather oriented
towards pure business issues.

4.3  Means to Support Enterprise Transformations

Even if from our perception, architects like to talk about the rather abstract mecha-
nisms like described above, EAM is able to provide some very concrete means to
support the transformation. Our participant from Company A outlines that it is very
important to provide concrete advice and not being too theoretical.

Traditionally, EAM is very keen on planning target states, that are expressed e.g. in
target process maps, target capability maps or application landscapes [31]. Another
very important means are standards. However, standards can occur in very different
shades. Traditionally standards are defined concerning applications or other specific
EA artifacts. An artifact that supports the standardization of business-related aspects
and helps to avoid misunderstandings during a transformation is a common language.
Here the concept of logic object models is seen as a valuable means (Company B):

“If I ask five people, I get ten opinions about the used terms. That is, why
we try to identify a common language at the moment, our means for that is
the logic object model.” (Company B)

However, since such standards are hard or sometimes even impossible to establish
due to manifold reasons, some organizations rather standardize their methods than
their results. In the case of Company E this increased the success of the transfor-
mation initiatives:

“In the past we had the strategy to introduce one certain system for the
whole company. However, that did not work due to manifold requirements
in the single national units. Thus, now we are rather working with stand-
ardized methods and concepts instead of concrete systems that we stand-
ardize”.

Another means is the standardization of governance processes and thus the establish-
ment of transformation-relevant boards and committees — enriched by additional dis-
cussions with specific stakeholders in IT and business away from the regular meetings
(Company I).

Again, it is important that the architects are directly involved in the partial transfor-
mation projects and provide the necessary guidance. A means that architects seem to
be very capable to provide is methodological guidance:

“We had multiple phases where a target organization was defined and it
was clearly defined on a roadmap, when which organization should be
transformed. We supported this with the architecture, mostly by providing
methodological guidance” (Company E).



Artifacts that were further mentioned pretty often are application landscapes or capa-
bility maps. Thus summarized:

Proposition 3: Artifacts that are very often used to support transformations are stand-
ards, roadmaps, capability maps or application landscapes.

4.4 Establishing Transformational EAM

While EAM is a well-established to support business-1T alignment, its establishment
as an ET supporting discipline needs further efforts. Therefore, we discussed with the
participants of our study about success factors of transformational EAM.

Overall the business side needs to trust in EAM and needs to consider the archi-
tects as appropriate to talk to (Company F). How can this be achieved? One major
point is communicating in a way that the partner from the business side is directly
able to understand. This means to use language and tools that are well-known on the
business side. The experiences from Company G and Company | reflect this experi-
ence:

“I do no longer describe solutions with component- or flow-charts. | take
the most important from the solutions that architects’ draw and invest more
time in communicating those extracts with the management. My goal is not
to get a great picture of the architecture but having slides that help to con-
vince the management — based on arguments, figures and cost-ratios.”
(Company G)

“We need to find the right tools in order to communicate with the business
side. We used many tools that worked well for IT matters, but were not un-
derstood by the business. As an example: We have a domain model that ag-
gregates our applications in a business-related manner. [...] That all
worked very well for IT purposes but the business never really understood
the model.” (Company I)

Thus, the transformational EAM does not only draw architecture maps but goes the
extra mile to already interpret and translate them into the relevant information that
business departments need. It seems a good idea to concentrate on a few EA artifacts
and provide these in a value-adding way instead of offering to much at the same time
(Company D). These key artifacts are different in each enterprise and need to be iden-
tified by analysis and discussions. When such artifacts are in place, architects are
needed, that are able to communicate also with top-management stakeholders.

“You need people who are able to communicate with the higher top-
management. You need to know that these managers provide only brief
meetings and you need to be able to hit the bottom line within this time.”

(Company C)



Furthermore, EAM needs to be explained to other stakeholders during the transfor-
mation. These are project managers or other involved employees. Since EAM in
many cases is not able to put pressure on the stakeholders, it needs to convince them:

“I am 80% of my time in meetings [...]. We are not like kings that put
thumbs up or down but instead discuss appropriate solutions with experts
or stakeholders.” (Company G)

“In general people are no fools, they are not more chuckleheaded than
others.” (Company B)

It is especially necessary to be able to explain the use on the local level — and not just
what it means for the whole. That also includes to leave certain degrees of freedom on
the local level and not to think that a central function can manage everything better.

“It’s important to discuss what really needs to be synchronized. Do | really
have to work in the same way everywhere? Or, where is the lowest common
denominator? Where actually is it? That is the important point one has to
think about and which you have to focus on afterwards.” (Company B)

The experience of our informants shows that it is very valuable to be involved early in
the projects and help to bring the necessary experts together or ensure that standards
are kept. After that step, the architecture efforts can become lower and “people can do
their work” (Company H). EAM usually can provide methodological guidance and
best practices, especially in the beginning of projects — even if that often requires
serious convincing efforts (Company D).

Proposition 4: In order to establish an EAM that supports transformations, communi-
cation and a focus on key artifacts is necessary.

45  Pitfalls in ET Support by EAM

In the interviews with our informants, we could identify three major pitfalls that chal-
lenge architects when ET support is important. The first major point are cultural is-
sues. Especially in global transformations these become very important like many
informants mention:

“We tried it at a foreign location, Japan. We tried to translate it in the lan-
guage of the colleagues over there; we even provided the process as a
Manga comic. /...] However, let’s say, it was read ...” (Company B)

“I think that is a tendency in Germany. We are all artists. We want to have
as much freedom as possible. When | do process management or use meth-
ods | reduce that freedom. [...] That does not comply with our culture and
our feeling.” (Company B)



“If they [Chinese locations] are starting to introduce a central ERP system
for their location at a certain point of time, they have a look at how it was
done in Germany or the US. [...] But, they are not that far when it comes to
establishing the transparency that we do here — that’s also about the men-
tality.” (Company C)

The second critical point is the measurement of transformation success. Success
measurement is very often perceived as a difficult job and often not conducted at all.
Similar to others, our informant in Company B reflects:

“If I introduce a software system it is easy to measure, e.g. by how often
someone logs on. With a process change that is not possible” (Company B)

However, in the end the transformation efforts need to prove their success. While
some prefer trying to establish financial figures since these are well established in the
management, others focus on qualitative measurements:

“We are in contact with market research companies that provide infor-
mation about the brand perception of our customers. Our success was
measured by the feedback of our consumers” (Company D).

The third important pitfall is EA’s tendency to become an end in itself or not to con-
sider the question of how much EAM is enough. The informants almost agreed upon
the fact that EAM for transformations needs to set the overall frame but should not
become too detailed.

“I think it [EAM] should provide the rough frame and processes. Very
brought, not in detail — since the details change too often” (Company B).

“That is the problem. Many architects prefer to work very clean. Build
clear architectures, start by the low layers. However, they forget that this
does not create a business value. Finding the right balance is important”
(Company I).

Proposition 5: Pitfalls that need to be avoided are disregarding cultural issues, inade-
quate success measurement and an EAM that becomes an end in itself.

4.6  The Future of Transformational EAM

During the discussions some implications came up on how EAM will or should de-
velop in the future as a transformation supporting discipline. So far, EAM is usually
considered as an IT matter [31] — which in itself is not a problem since IT nowadays
is a major part of many transformations, especially in industries like insurance or
banking:



“IT is the shop floor of the bank. Where other industries have their facto-
ries to produce their products we have the IT to fulfill the task.”
(Company I).

According to our informants, EAM is able to provide a view on the global IT possibil-
ities and allows for further information about existing processes or applications
(Company C). The job of business-IT alignment will become more and more ensured
without further efforts, while new business requirements are implemented (Company
F). IT can even be the pioneer concerning transformation experiences (Company C).
The reason is that in the IT area transformations like outsourcing [51] are conducted
often at the moment. Other areas will follow and experiences made once can be used.

Overall an evolution of EAM towards a more business-centric transformation sup-
porting discipline can be recognized but requires additional efforts and fosters new
challenges. This already starts with wording issues. While the term “enterprise archi-
tecture” is considered to be a very technical term [12] and thus will change, e.g. to
“enterprise transformation management” (Company F). The whole process will take
time (comparable to the establishment of process management as a single discipline in
enterprises) (Company B). EAM needs not to be established as a single department
but rather should be in the minds of the company’s kind of organizational intelligence
(Company B).

Furthermore, the trend seems to be a shift from documentation towards governance
[11] as a main EAM task:

“During the last three years we moved away from documentation to gov-
ernance. During restructuration last year, we moved from the development
department to a specific governance and compliance department. Because
of that we got more visible recently.” (Company H)

In parallel to the shift in tasks, many EAM departments strive after more business
orientation. While this is a very well-known trend [50] one of the informants claimed
that EAM needs to be careful of not to lose its connection to the IT:

“If we use too many IT terms that could cause denial at the business side.
But, if we use too much business language, our influence within our own
organization [IT] will slowly diminish, which means, the acceptance could
diminish”. (Company D)

Thus, the future of EAM as a transformation supporting discipline stays multifaceted
and manifold development pathways are thinkable. Summarized:

Proposition 6: EAM as a transformation discipline will move away from a pure doc-
umentation of IT-related matters but architects need to be careful, not to lose the focus
with its respective stakeholders.



5 Discussion

EAM is often involved in ETs and contributes in a valuable way. However, there
seems not to be one possible way for EAM’s contribution. We explored the perspec-
tive of the architects on ETs and collected their practices and experiences. In Table 3
we summarize the propositions we derived within the findings section.

Table 3. Propositions Summary

Proposition

1 Most ETs that would benefit from EAM occur in the areas of mergers and acquisi-
tions, replacement of 1T, consolidation of systems and further business-related ones.

2 The term EAM covers two related but different approaches of transformation support
— one focusing on business/IT alignment and one rather oriented towards pure business
issues.

3 Artifacts that are very often used to support transformations are standards, roadmaps,
capability maps or application landscapes.

4 In order to establish an EAM that supports transformations, communication and a
focus on key artifacts is necessary.

5 Pitfalls that need to be avoided are disregarding cultural issues, inadequate success
measurement and an EAM that becomes an end in itself.

6 EAM as a transformation discipline will move away from a pure documentation of IT-
related matters but architects need to be careful, not to lose the focus with its respec-
tive stakeholders.

The identified transformation scenarios show that defining scenarios is a lot depend-
ing on the perspective taken. While in our exploration I1T-driven and business-driven
scenarios are occurring almost half by half, other authors (e.g. [52, 53]) would not
explicitly consider IT-driven scenarios as transformation but rather differentiate the
business-driven scenarios more in detail.

The second proposition became very clear during the study — EAM covers many
very different activities and tasks which foster serious problems on explaining, what
the discipline actually does — this seems to be very different depending on the compa-
ny talked to. Our impression is that we can find a “traditional” type of EAM that is
very strongly rooted in the IT departments and deals with handling the IT complexity.
These activities are very important in almost all transformations since IT is always
affected. The role of these “traditional” architects however differs depending on the
transformation scenario that occurs. While they can and should take a strong role in
the IT-related scenarios (e.g. by providing detailed plans about IT dependencies),
their transformation support might be more passive in the business-oriented ones. The
other “extreme” that we find is the business-oriented EAM approach. This one often
occurs in industries were IT is a major part of the value creation (banking, finance,
etc.). Itis also rooted in the IT but emancipated itself towards a more business-related
position (and thus can contribute by providing dependencies between capabilities or



within those). Architects who conduct this style of EAM are much more involved in
strategic discussions or business related decisions than those dealing with pure IT
issues.

However, proposition three shows that EAM has the potential to further establish
itself as a discipline that supports the ET. When we compare the mentioned artifacts
and provided services by current EAM with the theoretical potential based on the
EAM meta-model (see figure 1 in the related work section), it becomes apparent that
EAM could provide more guidance than it currently does in many cases. How could
EAM emerge in that direction? Proposition four shows that the key lesson learned is
fostering an appropriate communication and establishing a focus on key deliverables
that are related to the transformation. Therefore, it seems to be better to concentrate
on the provision of not too many but meaningful artifacts instead of being too broad
or getting lost in the details.

In addition, major pitfalls need to be avoided. These are cultural issues — may those
occur while applying certain EA standards in other countries or even subunits of the
enterprise. Furthermore the goals and the success of transformations and EA use need
to be measured — or at least regularly assessed on a qualitative basis. That is necessary
especially to know what the demands are and not to become an end in itself. That
goes along with proposition six, which includes the perception that EAM will more
and more develop away from a discipline that mostly does documentation towards
one that is involved and respected as a strategic advisor.

Our propositions should guide the development and design of new EAM approach-
es in the future. While we explored the perceptions of the architects about how EAM
supports transformations, new EAM frameworks or design theories [54] could espe-
cially focus this point. Such approaches need to consider the role that the EAM de-
partment has within the concrete enterprise — is it supposed to add information about
IT issues or is it able (and allowed) to add support to additional, more business and
strategy related issues? Depending on the answer, EAM approaches would be differ-
ent and would support different activities that are taken when managing transfor-
mations. We see great potentials for design oriented researchers to provide artifacts in
this area.

6 Summary & Conclusion

In the paper at hand we provided an empirical exploration about the EAM support of
ETs. Based on interviews with highly knowledgeable informants from nine enterpris-
es we explored the transformation support and potentials of EAM concerning this
purpose. Our findings reveal IT-driven as much as business-driven scenarios of trans-
formation were EAM can be effective. We further investigated what the major pitfalls
are and how a transformational EAM in the future could look like.

Some limitations occur. We conducted a qualitative study based on a relatively small
number of participating companies and interviews. However, we consider this very
suitable for the given purpose of field exploration. Especially since we discussed with



highly knowledgeable informants [33] the chosen method provides empirically sound
propositions for further research [32]. Since the topic is complex, we were only able
to cover a broad rather than a deep perspective in this paper. However, this broad
perspective helps to develop more concrete research designs (e.g. qualitative ques-
tionnaires) or artifacts (e.g. EAM capabilities) in the future.

In consequence, we plan further research in the topic area. First, we need to gain clari-
ty about the inputs that EAM can provide to the management of ET. Second, we need
to understand, which kind of EAM is suitable for which ET scenario. Finally, such
findings should be consolidated in an integrated approach, aiming at the architectural
support of enterprise transformations.
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