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Abstract. In the face of disruptions, increasing complexity and intensifying com-
petitive pressure, organizations must adapt their structures and operations. In this
context, Enterprise Architecture Management (EAM) is considered a promising
approach to address these challenges by enabling holistic organizational over-
view, breaking down silos, and reducing complexity. However, the organiza-
tional implementation of EAM remains challenging, with little established meth-
odological guidance available for context-specific realization. The research pre-
sented in this paper aims to support the organizational introduction of EAM. To
this end, we present a practical evaluation approach to guide the selection of ap-
propriate EAM implementation strategies. Through a single-case study con-
ducted in collaboration with ETAS GmbH, this research explores a potential im-
plementation of EAM. By conducting expert workshops and semi-structured in-
terviews, an assessment approach and a decision-supporting “fitting matrix” were
developed. The matrix evaluates twelve EAM implementation variants using
seven collaboratively defined success criteria. The results indicate that a feder-
ated EAM model led by the CIO is considered the most suitable for this case.
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1 Introduction

Organizations across various industries face increasingly volatile economic, technolog-
ical, and regulatory conditions, requiring continuous adaptation [1, 2]. This also affects
the automotive sector, which is currently experiencing a period of unprecedented
change driven by electromobility, the software-defined vehicle, and intensified global
competition [3]. As a result, the way how companies operate and create value is funda-
mentally changing, yet such transformations come with significant challenges [1].
Moreover, traditional management approaches are proving inadequate to address the
rising complexity and pace of change. In this context, Enterprise Architecture Manage-
ment (EAM) has become a widely recognized approach for addressing these challenges.
EAM enables the development of a holistic understanding of the organization [4],
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promotes the breakdown of silos, and helps organizations to manage increasing com-
plexity [5]. Moreover, authors from industry and academia emphasize that there is no
one-size-fits-all approach for organizational EAM implementations, as organizational
context strongly influences individual success [1, 2, 6]. Additionally, Buckl et al. [2]
highlight the absence of established methodologies or practical guidance for context-
specific EAM implementations. This paper addresses this gap through a single-case
study in collaboration with ETAS GmbH, a company transforming from a hardware-
focused to a software- and service-driven organization. To this end, we contribute a
case study, in which we developed a contextual assessment approach and a correspond-
ing “fitting matrix” to support the evaluation and selection of suitable EAM implemen-
tations.

Several prior studies have investigated the organizational implementation of EAM.
For instance, Haki et al. [7] presented four EAM archetypes intended as organizational
blueprints. Buckl et al. [2] proposed a design theory framework for situational EAM
design. The results are rather abstract and lack elaboration on operational details such
as artefacts and assessment steps. Other publication such as Schmidt and Buxmann [5]
outline general principles, whereas Drews et al. [8] provide detailed insights into an
agile EAM function but without providing a systematic assessment approach. Overall,
the literature reveals an absence of structured evaluation approaches, which this study
aims to address. A comprehensive overview of background and related work can be
found in Flaisch [9]. This paper presents a condensed version of the case study, with a
more comprehensive version available on Figshare!.

2 Research Design

This research follows the case study approach from Yin [10] and adopts the research
design proposed by Runeson et al. [11]. We propose the following research questions:

RQ1: How can different organizational EAM approaches be evaluated to select the
most beneficial option? RQ2: What are suitable options to establish EAM at the case
company, and which is the most promising one?

This case study examined ETAS GmbH, a subsidiary of the Bosch Group that pro-
vides embedded software, engineering solutions and services to the automotive indus-
try. The company is currently undergoing a strategic transformation into a software and
service mobility company. In this context, ETAS considers EAM a promising approach
to manage its transformation. Consequently, an explorative single-case study design
was chosen, as it allows to investigate real-world phenomena [11]. The primary objec-
tive was to explore the potential implementation of EAM within the case company.

To address RQ1, two expert workshops were conducted with two ETAS practitioners,
one enterprise architect and one senior manager with experience in organizational trans-
formation and a solid understanding of Enterprise Architecture (EA). The objective was
to validate findings from a prior literature review [9] and develop an evaluation ap-
proach for different organizational EAM implementations. For RQ2, the developed
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approach was applied and validated in the context of ETAS through 13 semi-structured
expert interviews with experts from four different companies. The expert selection en-
compassed architects from the case company, along with external consultants special-
ized in the domain of EAM. Prior, an interview guide was structured according to the
fitting matrix and distributed in advance. Their responses were collected via Likert-type
scales and analyzed followed Schuster and Liesen [12], providing a quantitative basis
for comparing different implementations.

3 Results

Assessment Approach. In the workshops to answer RQ1, different EAM options were
scored against success criteria that are considered essential by the experts, resulting in
a scoring matrix, referred to as “fitting matrix”. Overall, the approach and the associated
artefact consist of three main components: I) Success criteria for EAM introduction;
1I) Adapted organizational EAM approaches; I11) Organizational anchoring points.

I) Success Criteria. In the initial phase, potential evaluation dimensions were iden-
tified based on the literature review by Flaisch [9] and discussed in the first workshop.
Throughout a multi-stage process involving two expert workshops, recurring patterns
and thematic overlaps across EAM challenges, best practices and success factors were
synthesized and seven key success criteria were identified, that serve as the evaluation
dimensions for comparing different organizational EAM options: 1) Organizational
Penetration and Effectiveness Reach of EAM, 2) Top Management Mandate and Gov-
ernance, 3) Visibility and Lighthouse Character, 4) Suitability for EAM Work, 5) Ability
to Function as an Architecture Guild, 6) Adaptability and Scalability of EAM, 7) Effort
and Risk for Change.

II) EAM approaches. Based on the literature review by Flaisch [9] and practitioner
workshops, three approaches were identified: Virtual EAM, Central Operative EAM,
Governance EAM, and Supportive EAM. They differ in their degree of centralization,
governance structures, and role of embedded architects, e.g. in the Virtual EAM model,
there is no central EAM organization but architects work within a virtual community
[6, 13]. In contrast, the Central Operative EAM consolidates all architects and archi-
tectural activities into a single centralized function [6, 13]. It is typically led by a Chief
Enterprise Architect and follows hierarchical structures to cover all relevant domain
regions [14]. The Governance EAM model combines central structure of a dedicated
EAM department supervising EAM by formulating EA strategy, establishing enter-
prise-wide standards, while being complemented by a decentralized network of embed-
ded architects operating within business domains [6, 13]. The Supportive EAM ap-
proach similarly integrates central and decentralized components, but with primary ar-
chitectural work conducted highly autonomous within individual domains and teams,
while the EAM function operates primarily in a supportive and advisory capacity [8].

II1) Organizational anchoring points. Furthermore, according to the workshop ex-
perts, selecting an appropriate organizational anchoring is essential to achieve the de-
fined success criteria, overcome challenges, and leverage the benefits of EAM, a view
supported by authors from both academia and industry [6, 15]. However, there is no



universal solution, as appropriate positioning depends heavily on the organizational
structure, operating model, and culture [6]. Based on these insights, organizational an-
choring was included as an additional dimension to the assessment approach, consider-
ing three generic roles to avoid bias and strengthen the adaptability and reusability [16]:
The Chief Information Officer (CIO), responsible for overseeing and managing all
resources within an organization’s IT; the Chief Operating Officer (COO), responsible
for daily business operations and optimizing internal efficiency and staff coordination;
and the Chief Executive Officer (CEO), who holds the highest-ranking position and is
responsible for major strategic decisions, overall leadership, and supervision of the ex-
ecutive team.

Fitting Matrix. Fig. 1 shows the final version of the “fitting matrix”, which incorporates
the pre-defined success criteria, four adapted EAM approaches and three potential or-
ganizational anchoring points among C-suite roles, as well as a transparent evaluation
mechanism. The X-axis lists the four EAM approaches, each subdivided into three var-
iants reflecting its anchoring under one of the three C-Suite roles and Y-axis contains
the seven success criteria, which serve as the evaluation dimensions for assessing each
approach, forming the evaluation logic of the matrix.

Approach Evaluation. To answer RQ2, the “fitting matrix” was applied using semi-
structured interviews. Details can be found in the extended version of this paper. As
previously outlined, the use of consistent Likert-type statements and their systematic
mapping to numerical values enabled a comparable assessment across all variants [12].
Fig. 1 illustrates the completed matrix for the case company, ETAS.

Virtual Central Operative Governance Supportive
Success Criteria EAM EAM EAM EAM
Cl0 | COO | CEO | C10 | COO | CEO | C10 | COO | CEO | C10 | COO | CEO
Organizational penetration and effectiveness 36 36 35 42 39 44 55 51 [ 55 | 35 | 36 [ 36 ‘
reach of EAM withir
Top Management mandate and governance | 3 39 | 48 | 48 | 59 | 51| 48 | 57 | M| M 36
Visibility and lighthouse character 34 37 39 48 48 50 51 52 54 34 36 39
Suitability for EAM work 45 42 42 47 46 49 56 51 51 34 36 36
Ability to function as architecture guild 40 | 40 | 37 | 49 | 49 | 48 | 53| 53 | 49 | 2| B 3
Adaptability and scalability of EAM within the | 40 39 42 49 49 50 50 49 49 31 32 32
approach
Effort and risk for change 36 37 37| 8| 37 9 4 M 43 | 40 | 42 41
Summary - Final Score 261 | 262 | 271 | 321 | 316 | 339 | 360 | 348 | 358 | 240 | 249 | 253
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Fig. 1. Completed Artefact “fitting matrix™ for the case company

Overall, the most suitable approach for ETAS based on the evaluation is the federated
"Governance EAM". However, minimal variance between C-suite roles suggests that
there is no significant difference between them in the case of ETAS. Next in the ranking
is the centralized "Central Operative EAM" approach, where the CEO variant trails
with 339 points, relatively close to the EAM Governance variant, but still 6% lower
than the top option. The decisive difference lies in the "Organizational Penetration and
Effectiveness Reach of EAM" criterion which was rated lower for a central function
due to the challenge of "ivory tower syndrome," consistent with prior literature [6].
While a central function may be detached from business, the federated approach fosters



proximity to stakeholders through its embedded architects in relevant areas (e.g., busi-
ness domains). Another interviewee insight is the preference for centralized over de-
centralized approaches, stating that EAM requires a clear mandate and strong authority
to be implemented effectively, especially to fulfill its governance responsibilities,
which is reflected in higher scores on e.g. "Top Management Mandate and Govern-
ance." Consequently, decentralized approaches are ranked last, with "virtual EAM" and
"supportive EAM" receiving the lowest scores.

4 Conclusion and Outlook

This paper presents a case study conducted in collaboration with ETAS GmbH, explor-
ing the potential implementation of Enterprise Architecture Management. Based on in-
sights from the literature and expert workshops, a structured assessment approach and
a supporting artefact, the “fitting matrix,” were developed to evaluate and compare or-
ganizational EAM implementation options. Through semi-structured expert interviews,
the approach was applied and validated in the context of the case company, providing
a methodological foundation and decision-making support for assessing suitable organ-
izational EAM designs. The results indicate that a federated “Governance EAM” model
anchored with the CIO represents the most suitable option for ETAS. To assess the
validity and reliability of the results, the framework proposed by Yin [10] was applied.

Construct validity was strengthened by communicating workshop and interview ob-
jectives in advance, clarifying terminology, and using semi-structured interviews to
mitigate misunderstandings. Internal validity may be affected by the accuracy of par-
ticipants’ knowledge; this was addressed by selecting experienced experts and discuss-
ing differing viewpoints until consensus was reached. Internal validity was not further
considered for the interviews, as no causal relationships were examined. External va-
lidity is limited due to the single-case design, restricting the generalizability of the find-
ings. While the results may offer indicative insights for organizations in comparable
contexts, they are not directly transferable without further research. Reliability may be
constrained by the subjective perceptions of participants and potential company-spe-
cific bias, which was mitigated by validating selected findings with a broader expert
group. As the approach has not yet been implemented or longitudinally validated, it
represents a preliminary framework requiring further investigation. Additionally, the
results of this paper can serve as a foundation for further academic research and practi-
cal applications. Further research should validate the preliminary approach across dif-
ferent organizational contexts, e.g. by introducing weighting, and quantitative studies
with EAM practitioners could further substantiate and enrich the findings. Beyond val-
idation, the identified success criteria could enrich an EAM maturity model, helping
companies assess their current EAM level. Based on this study’s results, ETAS has
decided to establish a dedicated EAM function to systematically manage, develop and
evolve the company’s EA. In the long term, ETAS aims to further professionalize its
EAM function, and the emerging initiative is expected to provide various benefits and
may also serve as a pilot for other organizations facing similar environments and chal-
lenges.
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