Rethink! EAM 2026 — Berlin — 29./30..06.2026

Inverse Conway Maneuver — The Key Principle for Transformations

Dr. Thomas Meintrup, Mercedes-Benz AG, Chief Enterprise Architect Engineering IT

Mercedes-Benz




About myself:

After successfully completing his studies in theoretical physics
and receiving his PHD from the Université de Neuchatel in
Switzerland in 1994, Dr. Thomas Meintrup has been in the IT
industry for over 25 years, initially as a scientific consultant,
software developer, software architect and in the last years as
an enterprise architect and IT strategy consultant in numerous
projects for a wide variety of companies. Since November 2019,
he has been employed as an enterprise architect at Mercedes-
Benz and is responsible for enterprise architecture
management, modern organizational and architectural concepts
such as micro services and evolutionary architecture and since

February 2024 he became the Chief Enterprise Architect of the / -
IT of the Research & Development department. He introduced a Dr. Thomas Meintrup &N
business capability-based architecture method in various Chief Enterprise Architect Engineering IT

strategic projects, is the founder and leader of the internal Hey Lead PLM Solution Architect

Architect! community and HA! conferences and develops and Founder of the Community

] ’ 'y o . P Lead of the RD Architecture Squad & Board

introduces a new agile architecture working and governance Member of the MB EA Squad & Board

model. Mr. Meintrup has been a well-known speaker at various

architecture conferences for several years. Mercedes-Benz AG

E-Mail:

Mobile:
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Abstract:

The German automotive industry, and thus also Mercedes Benz, is undergoing a comprehensive transformation: Our
core product is undergoing a revolutionary change, new players esp. from the Asian region are aggressively pushing
into the market, development cycles are becoming significantly shorter and global and local conditions are changing.

The digitalization of the vehicle, the integration of the car into digital ecosystems, but also the digitalization and
optimization of internal processes play an essential role at Mercedes-Benz, in addition to radical efficiency programs,
in order to respond to these changed market conditions and remain fit for the future.

Enterprise architecture has a crucial role to play in this transformation. Almost all changes in the Group are
associated with fundamental changes to our business and IT architecture and landscape. Whether modernization,
harmonization and standardization, E2E integration of business processes, use of Al, etc. imply radical change in the
overall architecture of the company.

In our experience, the consideration of "Conway's Law" or the "Inverse Conway Maneuver" derived from it is the key
principle for the implementation of these radical architectural changes. I would like to address this principle in my
presentation and place it at the center of all architectural considerations. Using practical examples from different
areas of Mercedes Benz, I will present the effectiveness of the principle and the interaction of architecture and
organization, and I will work out that we usually have less technical problems to solve, but often organizational
problems in order to meet the challenges of change.
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Innovative Product Highlights

The full electric G-Class
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The new CLA based on our new MMA
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Innovative Product Highlights

P

The new electric C-Class

More highlights
coming in
2026/2027/...

Pure Luxury: The new S-Class
Mercedes-Benz



Engineering process & IT solutions at Mercedes-Benz originated in the 1980s and 1990s -

developed for HW-defined products with low variance.

Hardware-defined products and Paperwork and manual processes
architectures, with only few E/E - today only “rebuild” with IT
components and no software Hardware- and parts list-based

Designed for low variance concepts, with carline as top node

and low complexity of car lines without modularity and reusability

Mercedes-Benz

Engineering core systems
introduced in the 1990s

Monolithic, outdated technology
stack with low flexibility but high
maintenance and operating costs
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American Computer Scientist & Programmer

Education: Ph.D. in mathematics from Case
Western Reserve University in 1961.

Key Publications: Most famous article: "How Do
Committees Invent?“ (Conway’s law), published in
Datamation in 1968.

Melvin E. Conway — 1968

Later Career: Conway held a U.S. patent for Melvin £. Conway ~ 2015
"Dataflow processing with events.”

From 2002 to 2006, he taught mathematics and

physics at Chelsea High School in Massachusetts.
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His most important contribution to the digital world!!

“organizations which design systems ... are constrained to produce
designs which are copies of the communication structures of these
organizations.”

M. Conway — 1968
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Principle #7:
We only use standard Technology Platforms

Rather than building or acquiring new platforms for
case by case requirements, we focus on a minimal
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“Define your target architecture driven by your strategic objectives ...
and setup your product organization accordingly.

Then you have a great chance that this product organization will realize
your target architecture and hence support your business objectives.”

My Formulation

Strategy

Architecture

Define
azieay

Organization
18
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Setting up a new integrated platform team recruited from the platform engineers
actually building platforms in our decentral IT units.

One Integrated MB Platform Team

IT for RD IT for MO IT for MS
RD Platform . . . -

Engineers
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The is a key motivator of implementing a
horizontal to the (somehow stiff) line organization!
E.g. based on SAFe or any other scaled agile framework.
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Some Transformation Examples %,
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e Actual landscape analysis

Identiy & Access I(;c)’\r;lsollldajclon @i a:)dou.tdmore LELRBELEEUEN . Business case for one central IAM solution
Management Wi SO utlc.)ns.wor wide. * Formation of one central IAM team (ART) — Inverse Conway
High security impact. . . o . .
* lterative migration of existing solutions to target solution
. Gver decad | Confl lira i * Identification of the most modern and comprehensive
Confluence / Jira ver decades several Confluence/lira instances Confluence/lira implementation so far —> MB.OS Collab ART

(onPrem & Cloud) have been setup.

L . e IT Management Decision
Consolidation need for run-cost optimization.

e  Enforce all existing Confluence/lira implementation to migrate

Consolidation

Many Kafka and MQ implementations on * EA Decision to focus on a view integration pattern and
oneKafka different platforms. technologies including Event Streaming based on Kafka.
Consolidation Strategic change of our integration *  Setting up a central Kafka team impl. oneKafka/AWS & Azure
architecture. Cost-Reduction. e Stepwise migration of local Kafka & MQ implementations

Several (> 30) data platforms have been e Observation: any department implemented several data
Data Platform realized with a huge number of redundant platforms.
Harmonization implementations of data services * Define target architecture (MB cloud platform ecosystem)
Run-cost optimization e Start consolidation of local platforms into the target ecosystem

STATE: Done . In Work Open
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Defining the right delivery organization is
based on architecture work applying the
Inverse Conway Maneuver!

Finding the right vertical and horizontal “cut” is
an architecture challenge and the basis for gaining
S speed, cost-reduction and quality.
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