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An Interview with Erik Odenwald and Andreas Sie-
genthaler, Raiffeisen Switzerland.

At this year’s EAMKON, Erik Odenwald and Andreas 
Siegenthaler presented the Enterprise Architecture 
Management Project of Raiffeisen Switzerland and 
talked with us about their own experiences in archi-
tecture management. Their credo for a successful 
EAM initiative is: Constantly generate added value 
and showcase it.  Stakeholders will support the 
development of an EAM if they see its value.

 – Stakeholders must profit from EAM right out of 
the gate

 – Each step must produce a benefit and must sug-
gest the next step

 – Costs and benefits must be transparent and 
demonstrable for each step  

 – The position and planning of the stakeholders 
must improve because of EAM 

 – A strong EAM team must carry its discussion 
inside and its solutions outside 

Why did Raiffeisen Switzerland 
want to introduce an EAM Tool? 
What challenges was the company 
facing? Was there a triggering 
event? 
Siegenthaler: We had been working with EAM for sev-
eral years when it became apparent that we were pri-
marily engaged in collecting information and not with 
architecture management. This way of doing things 
did not bring about any increased maturity. In order to 
make progress at that point, it was absolutely neces-
sary to use a formalized EAM tool.   

Odenwald: Another reason stemmed from the difficul-
ties in managing the CMDB lifecycle. When recording 
the processes and requirements for a new CMDB solu-
tion, we noticed some gaps in the EAM environment. 
Additionally, we found that information was often no 
longer up-to-date the next day. We wanted to execute 
multiple large projects in parallel and in order to do 

so, we needed a tool to increase the data quality, set 
a course, and achieve suitable governance. 

How did you decide on MEGA?
Odenwald: MEGA gave us a lot of room to maneuver, 
which was very important to me. Raiffeisen is not a 
company that just allows a standard to be imposed. 
With MEGA, it was possible to implement the speci-
fications of process management and CMDB, as well 
as the models that we had in our head. We want the 
bank to meet its own internal needs and expectations 
while also being able to adhere to standards.   

Siegenthaler: We had a feeling that our expectations 
and understanding of architecture management were 
aligned with MEGA’s. Additionally, we were able to 
integrate existing results into the tool and adapt it in 
such a way that these results could be presented simi-
larly to how they were in conventional Office software 
(PowerPoint, Excel), which was used prior to MEGA. 
The last, but not least, important deciding factor was 
the skillsets of the consultants. As I mentioned before, 
from the very beginning we sensed that we spoke the 
same language and that MEGA consultants under-
stood what our needs were. We received high qual-
ity support with respect to the methodology, which 
included training on the tool operation and implemen-
tation of our requirements within the tool. Also, their 
experience with the EAM methodology and the corre-
sponding processes was a great help. 

How is the solution being used 
today?
Siegenthaler: We maintain all IT and business appli-
cations in the tool. We model all central applications 
where we describe data, functions and interfaces. At 
this time we are still involved in the design phase and 
up until now, we have documented around 80% of 
our applications. We don’t yet make the connection to 
the processes, but our plan includes the integration of 
this information so that it can be modeled in the EAM 
tool. The data will then be updated outside of the tool. 

Odenwald: The basic principle is that “it benefits the 
business and will be maintained by IT.”
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In your presentation you talked 
about domain models in EAM. 
What exactly do you mean by that 
and how are these domain models 
used? 
Siegenthaler: The domain model was originally a con-
struct of IT. It is based on the thought that one has to 
cut IT into small, clearly understandable units so that 
one can organize it and achieve suitable governance. 
After the introduction of the tool, we also began to 
integrate the business through planning workshops. 
In the last year, domains became the central units 
of governance and there is one responsible party for 
business and one responsible party for IT in each 
domain. Using MEGA, we can visualize which applica-
tions are managed in which domains and show which 
applications are used in the domains and how these 
applications are strategically positioned.  

Odenwald: The domain model is very important to 
us. It was developed two years ago in order to sub-
divide our bank into specialized groups that are based 
on processes and not on their organizational units. 

The model is very successful and it was very well 
received on the business side. The plan for 2013 is 
that responsibility for costs and budgeting will also be 
based on domains.

How exactly is collaboration 
between the business departments 
and IT arranged?  
Odenwald: We have developed a model that is based 
on a concept from the University of St. Gallen. This 
model shows the three roles of architecture in the 
areas of tension between strategic work and opera-
tive activity under simultaneous consideration of the 
target and actual conditions. We see ourselves in the 
role of the tour guide, traffic police, translators and 
enablers between the business departments and IT. 
We adopt the data into the tool, make it understand-
able to the business, and thereby provide business 
with a lever for making decisions. Based on the target 
architecture and the requirements from the business, 
we develop scenarios of how IT needs to look in order 
to support the business. 

The picture also includes the four stakeholders in the 
architecture: 

 – The business units (top): Demands on the com-
pany’s architecture develop from the on-going 
activities. We provide corresponding architecture 
scenarios.

 – Project management (right):  Solution architecture 
must be generated for project implementation; in 
the case of important projects, this extends to the 
infrastructure.

 – IT organization (bottom): Here, we mostly gen-
erate guidelines, target/actual comparisons, and 
market analyses. 

 – Management (left): For strategic direction, we 
supply corresponding target architecture and pro-
cesses in the architecture. 

As translators between business departments and IT, 
it is important that we speak the language of busi-
ness with people in business and that there are no 
problems understanding each other. We have special-
ists who understand the challenges of our business 

The Domain Model

The domain model with the related domain work-
shops serves to provide better coordination of collab-
oration and responsibilities, as well as active man-

agement of the portfolio
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departments and can present them accordingly. To 
this end, we have deliverables, such as the IT target 
image. 

What is an IT target image and 
what is its purpose?
Odenwald: The IT target image is actually a mirror. 
While, in theory, the IT strategy is always drafted 
based on the business strategy and the IT strategy 
derives its tasks from this, we have chosen a different 
approach. Due to the considerable movement in the 
market, short-term goals continuously materialize. It 
was not possible to develop an IT strategy for the next 
five years. We decided to turn the tables and asked the 
product managers and the department heads about 
their goals for the next three to five years. In total, we 
identified 146 goals on the business side and around 
50 areas of action for IT. We modeled these goals 
and areas of action and prioritized and clustered them 
in cooperation with the business departments. From 
this, we derived a schedule based on dependencies. 
We worked out what had to be done on the part of IT 
and how IT and its associated costs will develop. 

Siegenthaler: We derive sub-architectures, strategies 
and target architectures from the IT target image and 
present the results for the application landscape, infra-
structure landscape, development strategy, develop-
ment technologies, and data management. By doing 
this, we are able to estimate and communicate the 
effects of decisions on business applications and IT.

Odenwald: The IT target image does not just reflect 
the target, but serves as a basis for discussion of 
objectives and strategies. It’s successful because it 
presents business requirements, IT fields of action, 
and their effect on IT in a concise format on a single 
page. In the meantime, everyone (all the way up to 
executive management) has been made aware of it.

How many people are using MEGA 
in the organization?
Siegenthaler: At this time, the modeling suite is basi-
cally maintained by around 10 enterprise architects 
who generate data for applications, application land-

scapes, interfaces, model system architecture, and 
draft diagrams. For the business side, IT generates 
content for each domain, including roadmaps or stra-
tegic positioning. The business users do not work with 
the MEGA tool directly, but are exposed to it through 
documents. These documents are generated entirely 
from the EAM tool and communicated in Office for-
mats. Every employee can access this information 
through MEGA Advisor.

Odenwald: The tool is behind all of these represen-
tations; all deliverables are stored as the system of 
record in MEGA’s EAM tool. If a key business user 
needs information about their domains, they get it 

Model
The enterprise architecture provides the necessary 
visibility to see the connections between the busi-
ness departments and IT at Raiffeisen Switzerland.

IT Target image
The IT target image shows a detailed view of busi-
ness ideas and plans, the necessary areas of action 

inside IT, and the resulting direction of IT.
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from the tool. The system of record that remains in 
the EAM tool is accepted and applied throughout the 
whole company. 

Can you summarize the results you 
have achieved so far? 
Odenwald: From the management point of view, the 
most important goal that we have achieved to date 
is that we have established a shared language for 
business and IT. Two years ago, nobody knew what 
domains were, what the purpose of enterprise archi-
tecture is, why it is needed or what’s behind solution 
architecture. Today, these terms are generally well-
known. The domain model, which we have developed 
for better communication between business and IT, 
was expanded to other processes in the company. 
Today, budgeting and allocation of cost carriers and 
cost centers are all depicted in this model and there 
is a key party responsible for each domain. The con-
tent of domains is no longer defined by IT, but by a 
responsible party from the business department. This 
means that the architecture is no longer driven by IT, 
but also by the business side. This enhances the EAM 
within the company. 

Additionally, we’ve become fast - much faster than 
ever before. Collecting data with respect to affected 
applications, interfaces and dependencies for the ini-
tialization of a project used to take weeks. Today, we 
can gather this information in a few hours or a few 
days because we can depict the situation directly 
from the tool. At the present time, we are in dis-
cussions with the business departments concern-
ing the support of all project proposals with illustra-
tions of the actual and target situations from the EAM 
tool. We couldn’t do that before. Much of what we 
did was based on assumptions and short-term esti-
mates instead. Now, we’re dealing with well-founded 
data from the data repository in MEGA. Additionally, 
using MEGA’s assessment options, we can quickly 
give reliable statements concerning the complexity of 
the projects, where we investigate the effects on key 
resources and applications, as well as infrastructure 
changes. 

Siegenthaler: Today, we have a central directory in 
MEGA, which is our master system. The stakeholders 
bring their requirements to us and inform us about 
which requirements are relevant to them. The result 
is that discussions have a completely different quality 
today. Even our deliverables, like roadmaps and stra-
tegic positioning, have better quality because we can 
reuse them in MEGA and not maintain them redun-
dantly x-times over in simple Office software.

What projects are planned in the 
near future? 
Odenwald: Information security and data sensitivity 
are already major topics and MEGA was selected in 
order to store information about data, as well as so-
called protected object lists. A different project that is 
still in the conceptual phase is assessment of applica-
tions. The basic idea is to evaluate the quality and the 
value of applications and display them in the portfolio.   

Siegenthaler: We would like to expand the focus of 
protected object directories. We don’t only want to 
keep the protected object applications, but also a cor-
respondingly classified data inventory in MEGA. The 
goal is to integrate them into the tool so that the pro-
tected objects view and the applications view have a 

Publication
Automated publication, which offers a variety of 
views and diagram exports directly from the EAM 
repository (e.g. into presentations, books, Word 

documents, Web-GUIs (Graphical user interfaces)) is 
targeted to the appropriate user group. 
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uniform character. Another consideration is expanding 
and further solidifying technology management.

Lessons learned, tips and tricks: 
What would you pass on to 
someone who is planning an EAM 
project?
Odenwald: The most important insight is: “Enterprise 
architecture management is for business.” If EAM 
only aims for IT, it won’t get very far. It needs to have 
a visible benefit to the business side in order to be 
accepted and supported. For this to happen, IT must 
create the foundation. It is also important that one 
proceeds step by step, creates value at every step, 
and does not lose sight of the goal. One absolutely 
needs to give some consideration to the question of 
where the greatest need is and how one can motivate 
the business side so that it jumps up, collaborates 
and sets requirements. As an example, our spearhead 
was the project area. We did not record the actual sit-
uation over the course of a few years; instead we took 
the three most important projects and introduced the 
EAM in the framework of this project. This means that 

we stored master data and supported project man-
agers and the business side with information, which 
made the projects faster and we easily communicated 
this benefit. When others saw this added value, they 
also wanted to profit from it. And with that, I have 
acceptance within the company.  

Siegenthaler: It is, perhaps, an old insight, but one 
that really applies for us...“Think big, start small.” You 
need to know what goal you’re pursuing and you need 
to start with topics that are basic and add value. This 
applies especially if the EAM project is driven from 
the bottom-up or, as with us, from the middle. You 
must think ahead, but at the same time have patience 
and be able to wait until a topic is truly mature. Estab-
lishing architecture management takes three to four 
years because changes for organizational processes 
and corporate culture are associated with EAM, and 
that takes time. 

Gentlemen, thank you for this 
conversation and we wish you 
every success in your future 
projects. 
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