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Mit Enterprise Architecture 

Management die Post-Merger-

Integration erfolgreich gestalten

Oliver Klein

LeanIX, Director Global Strategic Alliances
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After a drop in 2021, the number of deals increases again

Mergers & Acquisitions Worldwide

Number of Transactions

Value of Transactions

Source: IMMA (imaa-institute.org), Status September 2023
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Recent transactions in Germany confirm the global trend

FAZ, “Die Fusionsflaute”, 27.03.2023

Handelsblatt, “Wird 2023 ein starkes Jahr für Deals in der 

Pharma Branche”, 07.07.2023

Manager Magazin, “SAP – Christian Klein übernimmt Software 

Management Startup LeanIX”, 07.09.2023

Handelsblatt, “Banker erwarten mehr M&A-Deals nach 

dem Sommer”, 16.06.2023
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LeanIX – IT mapping and transformation management

+ 1000 more
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The Platform: Cloud native solutions that run on Azure

MODULES VSM

Value
Stream

Management

SMP

SaaS
Management 

Platform

APM

Application
Portfolio

Management

TRM

Technology
Risk

Management

BTM

Business
Transformation
Management

LeanIX EAMLeanIX SMP LeanIX VSMPRODUCTS

PLATFORM

CAPABILITIES

Workflows &

Survey

Open APIs &

Integration API

Time Machine 

Database
Diagrams &

Reports
LeanIX

Store

AI based

SaaS Discovery

LeanIX AI 

Assistant

Reference 

Catalogs

Configurable

Data Model

MICROSOFT 

STACK 

INTEGRATIONS

INTEGRATIONS Integrations to key SaaS applications OData

Built-in security: ISO 27001 SOC 2 Type II Single Sign-on Azure Data Centers
ENTERPRISE 

READINESS Azure Marketplace MACC eligible Multilingual User-Interface
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Enabling various transformation use cases

MODULES VSM

Value
Stream

Management

SMP

SaaS
Management 

Platform

APM

Application
Portfolio

Management

TRM

Technology
Risk

Management

BTM

Business
Transformation
Management

LeanIX EAMLeanIX SMP LeanIX VSMPRODUCTS

PRIMARY

USE CASES

Application

Rationalization

Application 

Modernization & 

Cloud Migration

Service & API
Catalog

Software Bill of
Materials (SBOM)

Obsolescence Risk 

Management

SaaS Contract 

Management

SaaS Discovery & 

Catalog

Application Portfolio 

Assessment

ERP

Transformation

Manage the transformation

& risk of IT landscapes

Optimize cost & productivity of 

SaaS

Build reliable digital products 

faster
PURPOSE

Post-Merger 

IT Integration

USER ROLES • CIO / CTO

• Engineering Manager

• Product Manager

• CIO

• IT Procurement

• IT Asset Management

• IT Security

• CIO

• Enterprise Architect

• Solution Architect 

Customers use LeanIX for more use cases which require data-driven decisions based on transparency of their IT landscape

• Application Owner 

• IT Security 

• Transformation Manager
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Case Study: Successful Consolidation of Two IT 
Landscapes in Nationale Suisse Merger

THE RESULTS

LeanIX best practice 

reports serve as the 

basis for actionable EATo realize economies of scale

to over €100 million per year

THE CHALLENGE

Single source of truth for strategic IT management decisions

Identified synergies totalling millions of euros due to reduced IT 

redundancy

Faster IT project starts, reduced setup efforts

Shared EA responsibility with central governance

Established catalogue of technology standards

“The agile, lightweight and fast to implement approach 

of LeanIX fits the needs of the IT organization with 

distributed responsibilities while following a central 

governance. It allows my team to establish an 

increased IT transparency across country borders.“

Silvio Hefti,

Group CIO Helvetia
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Post-merger IT integration process

Due-Diligence

Day 1    Deal Closure

Integration

Day 2    End State

Preparation for Day 1

Day 0   Deal  Announcement

Value Extraction

Application Portfolio

Application Portfolio

Application Portfolio Application Portfolio

Company A

Company B

Integrated Company A + B
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Five phases to achieve an integrated architecture

Day 1    Deal Closure

Integration

Day 2    End State

Define joint business 

capability map

Create integrated 

application landscape

Plan transformation 

roadmap

Assess applications & 

related infrastructure

Track transformation 

progress

▪ Execute transformation 

and transformation 

objects according to 

progress

▪ Use reports and KPI 

dashboards to visualize 

and track transformation 

progress

▪ Define transformation 

approaches for individual 

architecture objects and 

model their impacts

▪ Organize transformation 

opportunities in structured 

transformation scenarios

▪ Build a comprehensive 

transformation roadmap 

based on evaluated 

scenarios

▪ Project and visualize the 

future state of the 

application landscape at 

defined transformation 

milestones

▪ Score applications of 

business capapbility 

segments that are in 

scope for integration

▪ Leverage information 

from reference catalogs

▪ Use automations to 

classify and 

cluarchitecture objects

▪ Use reports and data 

flow diagrams to analyze 

the application land-

scape in regards of 

business capability 

support, cost drivers, 

synergy potentials and 

dependencies

▪ Import data and use 

integrations to gather 

data about the as-is 

architecture

▪ Use survey 

functionalities and 

Generative AI to 

collect, to validate 

and to enrich data

▪ Assign applications 

to business 

capabilities to identify 

applications with 

comparable business 

capability support

▪ Define rationalization 

objectives

▪ Define business 

capabilities and 

decide on scope for 

application 

rationalization

▪ Define rationalization 

principles for 

individual business 

capabilities

▪ Define KPIs to track 

rationalization 

success

1 2 3 4 5
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Define target business capability map

▪ Capture and model Business 

Capabilities of the acquired 

organization

▪ Map them to existing capabilities 

and derive a joint Business 

Capability map

▪ Classify business capabilities 

according to the Gartner Pace Layer 

model (Commodity, Differentiation, 

Innovation) to define the transfor-

mation scope and priorities

▪ Evaluate business capabilities for

their current and future maturity 

level. 
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Gather relevant Enterprise Architecture data

▪ Get started by importing existing 

architecture data from existing lists 

(e.g. Excel, SharePoint, tool data 

exports)

▪ Leverage automated SaaS 

Discovery to find all of your SaaS 

applications and add them to your 

inventory
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Synchronize data from IT systems

▪ Use out-of-the-box integrations for 

key IT management systems like 

CMDBs

▪ Use LeanIX open APIs and LeanIX 

Integration API to create custom 

connectors to synch data from other 

IT management systems
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Create an integrated application landscape

▪ Create a complete view of all 

applications from both companies

▪ Identify redundant applications that 

are serving the same business 

capability areas

▪ Analyse applications by usage and 

cost metrics
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Conduct in-depth assessment of applications

▪ Score applications by leveraging 

best-practice assessment models 

▪ Spot applications and underlying IT 

infrastructure with a low business 

and technical fit to identify 

candidates for rationalization and 

modernization
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Use surveys to collect and enrich data

▪ Identify stakeholders from the 

business and IT responsible for 

each application and let them take 

ownership for fact sheet data via 

subscriptions

▪ Use surveys to collect general 

feedback, perceived business 

criticality, and scoring information 

for business and technical fit 

assessments
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Determine applications lifecycle information

▪ Leverage built-in reference catalogs 

with vendor meta data for > 42,000 

SW & HW products such as official 

product names, version information 

and lifecycle data

▪ Categorize HW & SW products by 

leveraging the built-in reference 

TBM Taxonomy
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Leverage Generative AI for data research

Powered by: Azure OpenAI Service

Predefined Query Requests

▪ Research with Generative AI 

information like product 

descriptions, successor 

technologies and architecture 

recommendations
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Identify applications interdependencies

▪ Gain an understanding of 

application dependencies and 

risks in the landscape

▪ Determine where interfaces are 

required to transform systems

▪ Spot data silos and identify the 

data available across each of 

them
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Automate repeating assessment tasks

▪ Create automation procedures by 

using the built-in, low-code 

automation editor

▪ Assign tags and governance 

responsibilities with automations, or 

trigger action items 
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Define paths forward for each application

▪ Leverage reports evaluating the 

applications by technical fit, 

functional fit, and lifecycle

▪ Align on overall IT merger 

strategy: e.g., “best of both 

worlds” vs. “align on major 

platforms” vs. “the winner takes it 

all”

▪ Apply the TIME model to define if 

applications should be tolerated 

(T), invested in (I), migrated (M), 

or eliminated (E)

▪ Identify migration candidates and 

successors for elimination
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Model transformation items to achieve targets

▪ Model changes to the IT 

architecture as transformations by 

leveraging pre-defined templates for 

typical transformation items e.g. 

“Decommission Application”, 

“Introduce New Application” or 

“Introduce New Interface”

▪ Compare different transformation 

scenarios based on the modelled 

impacts
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Build and share the integration roadmap

▪ Define transformation projects to 

migrate and eliminate applications 

taking their dependencies into 

account

▪ Plan application rationalization 

activities in stages, with a focused 

scope on what will yield the best 

results, benefiting the most vital 

business capabilities

▪ Communicate timelines and impacts 

to stakeholders

▪ Share the visualization of the 

integrated Application Landscape at 

future points in time
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Execute and track the integration project

▪ Carry out the planned integration 

project

▪ Automatically update architecture 

documentation by executing 

impacts when projects are 

completed

▪ Track project status and measure 

stages of completion and savings
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In summary: What are the key success factors?
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Speed Matters

Capabilities such as AI, catalogues with reference content, and automations 

that unlock quick time-to-value throughout each stage is essential.

Single View

A single source of truth, 

consolidating both firms' 

architectural data in a 

single view and within 

one platform.

Workable Data

The ability to work with 

comprehensive data 

in various reports, 

analysis and scenario 

planning.

Transparency

Reporting KPIs to 

stakeholders to foster 

collaboration and gain 

buy-in as the project 

progresses.

Shared Goal

A shared Business 

Capability Model that the 

newly merged business 

is targeting to level-set 

expectations.
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Interested in further information on the subject, here some links to related resources

LeanIX Whitepaper „Streamline Post-merger Integration with Enterprise Architecture“

Link: https://www.leanix.net/en/download/streamline-post-merger-integration-with-enterprise-architecture

LeanIX Case Study “How Helvetia Successfully Consolidated Two IT Landscapes in the Nationale Suisse Merger”

Link: https://www.leanix.net/en/customers/success-stories/helvetia

LeanIX Blog Post “LeanIX Enterprise Architecture AI Assistant: 4 Use Cases”

Link: https://www.leanix.net/en/blog/ai-assistant-use-cases 

Or please contact me directly: oliver.klein@leanix.net

Follow-Up Resources /CTA

https://www.leanix.net/en/download/streamline-post-merger-integration-with-enterprise-architecture
https://www.leanix.net/en/customers/success-stories/helvetia
https://www.leanix.net/en/blog/ai-assistant-use-cases
mailto:oliver.klein@leanix.net
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Session Feedback

https://aka.ms/AzSum-S032

Session Title: Enterprise Architecture 
Management | Realisierung von Synergien bei 

Post-Merger-Integrationen mit Enterprise 
Architecture Management
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