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Background: It has long been argued that decision support systems are used to simplify and
support businesses. The creators of the Balanced Scorecard, Kaplan and Norton, have
developed their own software application to facilitate and create a support to organizational
strategy work. The application is called the Executive Strategy Manager (ESM) and is an
online application aimed at helping organizations with their construction of, and reporting on,
Balanced Scorecards. The ESM software represents a modern Decision Support System
(DSS) in this thesis. Can a modern DSS help an organization with their Balanced Scorecard
work by preventing some of the most common pitfalls when working with the Balanced
Scorecard?

Purpose: The purpose of this thesis is to determine the impact a Balanced Scorecard Decision
Support System can have on the success rate of a Balanced Scorecard implementation and
work.

Methodology: A case study has been conducted to study the ESM through interviews with
users of the ESM and the purveyor of the ESM.

Conclusion: Through playing a crucial role in the process of implementing the BSC and by
that successfully preventing some of the most common pitfalls, a modern DSS can increase
the success rate of an organizations Balanced Scorecard work.
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1 Introduction

1.1 Background

Information Systems (IS) have become a cornerstone in our society, without IS the world as
we know it would cease to function. The breakthrough came when the development of
Information Technology (IT) allowed the corporate world to fully benefit from the potential
to simplify and automate many of the financial processes. The tasks performed by the IS
where, at first, basic accounting functions such as keeping track of accounts payable and
receivable as well as payroll management. However, as the cost and size of computers shrunk
and personal computers emerged as a business tool, the application for the use of IS expanded
to other fields and functions (Luftman, 2003).

The development and expansion of IS took place in conjunction with an increasing focus on
strategic management within the corporate world. A hardened overall business environment
with more demanding customers and a dramatic increase in competition forced companies to
look more intensively at their business model on a strategic level. Consequently, a demand for
IS providing management with data on sales, inventories, customer relations, competition and
other relevant data to support decisions arose, giving birth to the so-called Decision Support
Systems (DSS) (Turban et al, 2001).

The first Decision Support System (DSS), developed at the Massachusetts Institute of
Technology (MIT), was designed to support marketing functions such as product promotion,
pricing, and advertising decisions. Naturally the DSS development spread to support all kinds
of decision-making activities covering operational, financial, management and strategic
decision-making (Power, 2007). Presently, DSS has become an umbrella term used to
describe any and every computerized system used to support decision-making in an
organization (Turban et al, 2001).

Turban et al (2001) explains that the DSS of today can provide the whole organization with
“easy-to-use”, graphics-intensive query systems capable of providing multidimensional data
analysis. Frequently the data is presented in so called dashboards, a metaphor from the
automobile industry, which provides real time charts and diagrams of business-relevant
information. The ability of these dashboards to present accurate and relevant information in a
graphical way has extensively facilitated decision-making and by doing so made the
dashboard a powerful and popular component of executive life (Aaron, 2006).

Concluding this brief introduction to the development and effects of information systems used
to simplify and support businesses, it can be stated that without the support of IS, the potential
of organizational effectiveness, in terms of access to accurate and relevant data, would not be
as great as it is today.



1.2 Problem Discussion

In addition to the development of IS to support business issues, the hardened market
environment has created a jungle of management control models which are all intended to
assure that proposed strategies are realized. Several of these models have differed in
popularity, depending on the current management trend, while some of them have gained
sustainable ground and more or less become “best practice” (Olve et al, 2003). A management
model worth mentioning in the latter context is the Balanced Scorecard (BSC)'. This
management tool has, according to Gumbus (2005), gained sustainable ground since first
introduced by Kaplan and Norton in 1992, and is today used by over 50 percent of the Fortune
500 companiesz. Furthermore there are those who go as far as categorizing the BSC as “the
single most important management tool in Western organizations” (Schneiderman, 1999).

Although the management system seems to be of great success and benefit there are several
reports on high failure rates among firms implementing the BSC (e.g. Olve, 2003, Marr and
Neely, 2003, DeBuske and Crabtree 2006). To take one example, the survey study made by
the consultancy firm KPMG, cited by DeBuske and Crabtree (2006), states that 70 percent of
the researched companies, who all tried to implement and work with the BSC, failed. Reasons
for this high failure rate can be found in the extensive literature on BSC pitfalls, which covers
everything from low top management support, poor design of the actual scorecard, to
software complications and communication problems. This implies that a successful BSC
implementation and work process has a high rate of complexity and thus needs a high level of
support.

As an attempt to facilitate process of implementing and working with the BSC, there has been
a substantial development of DSSs dedicated to support the implementation and work of the
BSC. According to Olve (2003) the number of software packages supporting the BSC in the
market is growing and now exceeds 100. Even though the software solution does not come
first in any BSC implementation (Marr and Neely, 2003), the necessity of automatization is,
according to Classe (1999) great if the BSC is to become an integral part of the business,
something that is stressed as vital by Kaplan and Norton (2001).

However, even though the amount and quality of software solutions in the market are
constantly increasing, a majority of the BSC companies use solutions characterized by a low
level of sophistication such as Microsoft Excel or PowerPoint (Olve et al, 2003, Marr and
Neely, 2003). Consequently, companies experience problems with limitations accompanying
these kinds of software, such as no scalability possibility, time consuming to update,
insufficient communication support and difficult to analyze are common mentioned
limitations (Marr & Neely, 2003). A natural question that arises is why companies choose to
use unsophisticated software when the market is flooded by more BSC specific solutions.
Olve et al (2003) explain this phenomenon by pointing out the high accessibility and
usability-knowledge of MS Office products. However, what if a modern and sophisticated
DSS solutions with the latest in dashboard technology could actually make a difference in the
success rate of the BSC implementation and work. One way of finding out would be by
studying the effects a BSC specific DSS have on the most common pitfalls. An interesting
thought would be to consider if a higher usage of these modern and BSC specific DSSs
generate the needed extra value for companies to successfully avoid the pitfalls and extract
the full benefits of the BSC model.

! The basics of the Balanced Scorecard are explained in chapter 2.1
2 The Fortune 500 is a ranking of the top 500 American public corporations



This reasoning has led to an empirical interest in the effects generated by a modern and
sophisticated DSS in a BSC implementation and work. The existing literature on the subject
of IT and BSC has concentrated on pitfalls and recommendations concerning the BSC process
(e.g. Marr & Neely, 2003; Kaplan & Norton, 2001, 2003; Hickman 2004; Mircea et al 2006;
Katz & Manzione, 2007; Sharman & Kavan 1999) and recommendations concerning the
desired requirements of an IT application (Hickman, 2004, Kaplan & Norton 1992, 2001,
Marr & Neely 2003, Olve et al, 2003), while few have studied the effect these modern and
sophisticated IT solutions have on the pitfalls.

As mentioned above, there is a great number of software vendors specialized in providing
BSC software. It is therefore of great interest to study one of these software’s to see if it
fulfills the requirements of a qualitative BSC specific DSS and then determine the impact it
has on the pitfalls.

The Executive Strategy Manager (ESM) has been chosen as the object of study for this thesis
as it is an application developed to facilitate and support the BSC work, and represents one of
the numerous BSC applications in the market. The ESM is developed by the creators of the
BSC, Kaplan and Norton, through their consultancy firm The Balanced Scorecard
Collaborative (BSCol).

The above reasoning has given rise to the following questions concerning the ability of a
qualitative BSC specific DSS to avoid the common pitfalls when implementing the BSC.

e Does the Executive Strategy Manager fulfill the desired requirements of a qualitative
Balanced Scorecard software application?

e Can the use of the Executive Strategy Manager prevent some of the most common
pitfalls when working with the Balanced Scorecard?

These two questions aim to create a basis for analysis and discussion leading to the answer of
the below posted research question and fulfilling the thesis purpose.

1.3 Problem and Purpose

In light of the above discussed information gap, the purpose of this thesis is to determine the
impact a Balanced Scorecard Decision Support System can have on the success rate of a
Balanced Scorecard implementation and work.

For this we will answer the following research question:

How can the utilization of a BSC decision support system increase the success rate of the
Balanced Scorecard implementation and work?



1.4 Delimitations

The scope of the study does not include an evaluation of the context of the Balanced
Scorecard but only the valuation of its web-based software application. The purpose of the
study is not to compare the ESM with other BSC software. The study will not discuss the
security and availability of the ESM to any considerable extent. In spite of this it is necessary
to describe these two aspects in order to understand the structure of the ESM. The research
has been limited to the evaluation of the ESM efficiency in an organization’s BSC work. The
research will not to evaluate the graphical interface or the technical platform. The study does
not discuss ESM as a product nor the price of it. On several occasions general purpose
systems such as MS Excel and MS PowerPoint have been discussed, it is however not the
objective of this thesis to compare those systems with specific BSC systems such as the ESM.

1.5 Method overview

The study has been preformed through a numerous of interviews aiming to get an in-depth
understanding of the research problem making the study a qualitative study. The interviews
have been conducted in a semi-structured manner following an interview guide. The interview
guide is structured accordant to the chosen theoretical framework comprising theories
explaining the basics of the BSC, common pitfalls of implementing and working with the
BSC as well as a decision framework used to validate the chosen object of study, the ESM
software. The theoretical framework will stand as base for the analysis and discussion where
the ESM software is firstly validated to represent qualitative BSC software and secondly
analyzed to see what impact it has on the common pitfalls.
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2 Literature review

The chapter presenting the theoretical frame is divided into three sections:

Q) A section covering the basics of the Balanced Scorecard as a phenomenon

(i) A section covering the different theories concerning the importance of a good and
effective IT solutions

(iii)) A section highlighting the theoretical literature that describes the most common
pitfalls of implementing the BSC.

These theories have been selected for the purpose of analyzing the empirical findings,
enabling the drawing of conclusions, and answering the theoretical questions posed by the
thesis. The first section of the chapter aims only to provide an introduction to the BSC, its
purpose and operation. Theories presented in the second section of the chapter are selected to
build a framework of how modern and specific BSC software should be constructed. This
section highlights the analysis of how Executive Strategy Managers (ESM) fit within the
theoretical view of a good BSC system, and also highlights some of the major differences
between sophisticated software and standard spreadsheets. The scholars, whose theories are
presented, are all well known and acknowledged within the community of Balanced
Scorecard research. This statement is, among other things, backed up by the fact that the
scholars are constantly cross-referenced in academic articles concerning the BSC and IT
solutions®. Scholars agree upon the fact that there are a considerable number of failed
attempts of BSC implementation and thus numerous of articles have been written concerning
BSC implementation pitfalls (e.g. Kaplan & Norton, 2006; Debuske & Crabtree, 2006;
Schneiderman, 1999; Hickman, 2004). The framework presented by Kaplan and Norton
(2006) divides the pitfalls in design failures and process failures. The technological pitfalls
have been collected from an article written by BSCol* consultants with several years of
experience in the field of implementing BSC. This third section aims to analyze the effects of
the ESM on the most common pitfalls when introducing the BSC concept.

2.1 Balanced Scorecard

According to Hickman (2004), most American businesses, for the greater part of the 20"
century, were answered on a single measure of performance — their finances. Over the last
couple of decades, investors, board members, analysts, and stakeholders have focused almost
exclusively on a company’s financial figures as the key to its overall health.

In 1990, David Norton, then CEO of Nolan Norton, and Robert Kaplan, a Harvard Business
School professor, led a multi-company study to identify new ways to measure company
performance. The result of their study has evolved into what has been called the single most
influential business concept it the latter half of the 20™ century — The Balanced Scorecard
(BSC) (Hickman, 2004). The BSC was first introduced as an improved measurement
framework by Robert Kaplan and David Norton in 1992 (Kaplan & Norton, 1992).

% As an example, Marr and Neely (2003) is cited in Kaplan and Norton (2006) and Olve et al (2003), the former being the founders of the
BSC concept. The third section presents the most common pitfalls when implementing the BSC.

* The BSCol is a US based consultancy firm, founded by the creators of the BSC concept, Kaplan and Norton. The firm specializes in
helping organizations with the implementation and further work of the BSC. The BSCol developed the ESM software studied in this paper.
They are further presented in chapter 4.1.1
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The BSC provides executives with a comprehensive framework that translates a company’s
vision and strategy into a coherent set of performance measures. BSC translates mission and
strategy into objectives and measures, organized into four different perspectives; financial,
customer, internal business process, and learning and growth. The scorecard provides a
framework, a language, to communicate mission and strategy; it uses measurement to inform
employees about the drivers of current and future success. A lot of people think of
measurement as a tool to control behavior and to evaluate past performance. However the
BSC should be used in a different way — to articulate the strategy of the business, to
communicate the strategy of the business, and to help align individual, organizational, and
cross-departmental initiatives to achieve a common goal. The BSC should be used as a
communication, informing, and learning system, not a controlling system (Kaplan & Norton,
1996

The four perspectives of the scorecard allow a balance between short and long-term
objectives, between outcomes desired and the performance drivers of those outcomes, and
between hard objectives measures and softer, more subjective measures. All measures are
directed toward achieving an integrated strategy (Kaplan & Norton, 2001). The figure below
illustrates the four perspectives of the balanced scorecard.

Financial

|0 )
‘Tosucceed | 2Ll oS
financially, how | 8|8 &'8
should we K
appear o our

shareholders?”

Customer A ? Internal Business
glg |2 il Processes [3|q| |«
“To achieve our % 5812 Vision “To satisfy our % 5lol>
vision how |23 55 | -«—and B |sharcholders  |S18 SE
&= Sl o 5=
should we olx|E|E Strategy and customers, |o|=|=|E
appear to our whatbusiness
customers?” proc S must
‘ we excelat?”
Learning and J
Growth 8ol e
“To achieve our |Z|E ol
vision, how will | 8|al &8
we sustain our  |S|§|2IE
ability to
change and
improve ?”

Figure 1 The four perspectives of the Balanced Scorecard. (Balanced Scorecard Institute, 2007)

2.1.1 Reasons for implementing a BSC application

Marr and Neely (2003) note that BSC software can help an organization to be strategy
focused in three stages. In the first stage BSC software can provide a visual representation of
their strategy through strategy maps. In the second stage it can cascade high-level scorecards
down to customized scorecards to all employees, and in the third stage BSC software can
make the strategy into everyone’s work and into a continual process by providing a new
reporting and feedback framework through cascading style sheets. (Marr & Neely, 2003)
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Marr and Neely (2003, p. 31) claim that there are three main reasons for managers to
implement a BSC application:

e Data integration — a BSC software can allow organizations to integrate data from
multiple data sources.

e Data analysis and storing: BSC software allows organizations to analyze the data
across all data sets of the scorecard, both qualitative and quantitative.

e Communication and collaboration: BSC software can facilitate communication of
performance data among users, top down and bottom up. It also can enable
collaboration and feedback loops.

However many authors draw attention to the fact that software is only a tool and that it is not
a substitute for the initial hard work of strategic analysis (Marr & Neely, 2003; Sharman and
Kavan, 1999).

2.2 Marr and Neely’s decision framework

Marr and Neely have developed a decision framework that they propose as an instrument to
evaluate and choose a BSC application. The framework consists of 10 evaluation criteria,
which can be applied to the applications under evaluation. However, the first criteria
concerning the “company/product” handle how organizations select the IT application, which
is outside the scope of this thesis, it will be described in the theoretical frame and after that it
is excluded henceforth. Below follows a definition and explanation of each of the ten
selection criteria companies should discuss when choosing BSC software will be made. Marr
and Neely (2003, p. 32-35)

Company/product

In the first criteria it is a good idea to check the seller background as well as basic
information. It is of big importance to check prices given from different suppliers because the
prices can vary significantly. It is important to check not just the license fees but also the
maintenance fees.

Scalability needs

It is important to consider the final implementation scope in order to assess the scalability
needs in an organization. Sometimes an organization implements the BSC in one department
or business unit only, and at some future date implements the BSC organization-wide. There
are three aspects of scalability:

e The application should be scalable in terms of programming. It should be easy to add
new scorecards at any time.

e The underlying database should be scalable as the amount of data accumulates
quickly.

e The communication approach should be scalable so that it is easy to disseminate the
information through e.g. the web.

Flexibility needs

Nowadays organizations are less willing to invest in applications that are not, for example,
able to integrate with other applications. Flexibility should also be provided in terms of

13



methodology support. Many tools provide interfaces with reporting packages, activity-bases
costing solutions, CRM or planning tools.

Features and functions

Under this heading organizations can discuss needs in terms of administrative tasks and
access control, exception alerting, collaboration and reporting. It should be possible to assign
owners in order to contact them or even send them automated reminders. Some organizations
prefer automated e-mails and work flows, other organizations do not feel that such an
approach fits their work culture. Organizations might want the software to support action and
include activity or project fields that allow tracking progress against strategic objectives. One
very important thing is that organizations need to decide about the level of security needed in
the system; some companies are very open and share any aspect of the scorecard among all
employees whereas others require very tight security

Communication needs

The communication of any scorecard implementation is a key factor. Organizations have to
address issues such as: Do we want the software to be web-enabled? Do we want users to be
able to comment on any aspect of the scorecard including strategy, objectives, measures,
activities, etc.? For most implementations it is important that the BSC software supports e-
mail and comments can be sent to specific users attaching or linking to performance reviews
or analysis results from the scorecard tool.

Technical needs

The technical requirements depend on the existing infrastructure in each organization. For a
scorecard application it is important to be able to extract data from existing data sources,
which can be a major obstacle for any implementation. The BSC usually requires information
from a variety of different databases as well as text based data. It is also worth checking the
browser capability as few software tools only support MS internet Explorer. For the
discussion about technical requirements the IT department should be involved.

User interface

An organization has to decide how they want the data to be presented, a lot of applications
vary between very graphical to more text and tables based. One of the most important aspects
is the display of success maps or strategy maps. If organizations use this powerful way to
visualize the cause-and-effect relationships it is important that the software packages support
these dynamically. Some tools just display graphics without any real dynamic, having the
underlying data in the strategy map. Instead dynamic maps allows organizations to use it as
the main communication tool with traffic lighting and even the opportunity to mathematically
test assumed relationships over periods.

Analysis needs

Different tools offer different levels of analysis capabilities, stretching from simple drill-down
capabilities to multidimensional analysis, complex statistical functionality, forecasting and
even scenario planning. Most companies that require more complex analysis functionality
often have tools for this in place and have to decide whether to integrate or replace those.
Requirements in terms of charts and graphs (form bar charts to advanced 3-D charts) depend
on the measures the organization tracks and their visualization requirements.

14



Service requirements

Purveyors offer different levels of service combined with their software application. Some
offer no implementation support and instead partner with consulting companies. Other
purveyors offer comprehensive service including own implementation service and
international service hotline. Organizations need to be clear how much support they want and
whether the purveyor or its partners can deliver this.

Future developments

This criteria includes future developments and release frequency of the product, which might
indicate the purveyors attention and commitment to the product. It is also important to
understand the future vision of the software purveyor, which will influence the future product
development direction. Organizations want to share the future vision of the software
purveyor. Organizations want to share the future vision with the software purveyor in order to
ensure future capability.

2.3 Common pitfalls in BSC implementation

The following section will cover the common pitfalls when implementing and working with
the BSC. The common pitfalls are divided into design failures, process failures Technological
pitfalls and end up with the Major disadvantages of standard spreadsheet documents.

2.3.1 Design failures

The design failures are defined as the failures made on the actual design of the Balanced
Scorecard (Kaplan & Norton, 2001):

e Too few, too many measures - Failure to obtain a balance between the outcomes they
are trying to achieve and the performance drivers of those outcomes.

e Incorrect drivers of the desired organizational outcomes.
However, even if these pitfalls are common, Kaplan and Norton (2001) argue that

organizations that work intensively with their strategy do not often fall into these kinds of
pitfalls.

2.3.2 Process failures

The most common causes of implementation failures are poorly organizational processes and
not design failures. Thus more attention has been paid to them, and these causes of
implementation failures include the following (Kaplan & Norton, 2001):

e Lack of senior management commitment - Delegation of the BSC-work to a
middle-management team. Strategy is about doing the right things (senior
management task) and not about doing things right (middle management task).

e Too few individuals involved - When a single senior executive builds the BSC by
himself and does not involve the rest of the top management team.
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Keeping the scorecard on the top - The opposite error of not involving the senior
executives, is only involving the top management team. The goal is to have everyone
in the organization understand the strategy and contribute to implementing it.

Too long a development process, treating the BSC as a onetime event - A too long
development process is often the result of striving to produce a perfect BSC, straight
away. The most successful implementation of the balance scorecard starts with some
measurements missing while the management activities based their agenda on the
BSC.

Treating the balanced score card as a System Project rather than a management
project - System project: Implementing an IS and dedicating all attention to the IS
instead of designing an real scorecard based on the company strategy, management
project, which in turn leads to a higher degree of system usage once the management
project is completed. This is something that is common when external consultants are
in charge of the BSC implementation.

Hiring Inexperienced Consultants - One of the biggest problems when
implementing the BSC is inexperienced consultants.

Introducing the balance scorecard only for compensation - To skip the strategy
translation part of the scorecard process and introduce only new non-financial
measures to their existing incentive compensation plan.

2.3.3 Technological pitfalls

Keith and Manzione (2007) argue that the greatest obstacle to successfully implementing the
BSC is not the methodology, but the technology platform that supports the process. The
authors have identified two major technological pitfalls (Keith & Manzione, 2007):

Low-tech applications — The usage of desktop applications such as spreadsheet
applications are not standardized within or across business units resulting in a multiple
use of unsynchronized documents. This leads to different performance management
processes within business units with complicated and time consuming forms and
templates to fill out.

Robust but inflexible applications — Common in “off the shelf” platforms where the
system is highly scalable but with limited customization abilities. The organization
becomes forced to live with the systems default terminology which can be foreign and
confusing if it does not fit the organizational context. If the terminology cannot be
linked to the strategic reporting system the BSC loses its original meaning of strategy
diffusion.

2.3.4 The major disadvantages of standard spreadsheet documents
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Marr and Neely (2003) suggest that one important management challenge that organizations
need to address is how to embrace information transparency in order to have the right
information available at the right time and to make the best decisions, and to take actions.
They note that paper and pencil are the only things you need to start applying BSC into your
organization, but if one decides to make the method an integral part of the business, then
automation will eventually be necessary. They asserts that paper-based measurements are to
slow, cumbersome, labour intensive and unreliable

In today’s market the most widely used software to support the BSC is Microsoft Excel. The
major drawbacks of standard spreadsheet documents are as follows (Marr & Neely, 2003,
p.30):

e No scalability which means that scorecards can quickly reach the maximum capacity
that a desktop spreadsheet can handle.

e Time consuming to update, meaning that the updates occur manually which is slow
and leaves immense span for errors.

e No collaboration and communication support, meaning that data is collected and
stored in individual spreadsheets, often spread on different computers and it requires
enormous discipline to work on the same spreadsheet.

o Difficult analyses, meaning that because data is stored in individual spreadsheets, it is
both difficult and time consuming to bring them together for analysis.

2.4 Theoretical framework
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Figure 2 Theoretical framework

The main objective with the theory chapter has been to present the theories and models that
together create the theoretical framework and lay as basis for the analysis of the posed
research question. The above model summarizes and illustrates the link between the theories
presented in this chapter.

Firstly, a presentation of the Balanced Scorecard (Kaplan & Norton, 1992), reasons to
implement it (Marr and Neely 2003) sets the scene and aims to give the reader an
understanding of the subject in hand. This section will have an underlying present throughout
the whole analysis and discussion of the thesis.

Secondly, a framework (Marr and Neely, 2003) aiming to guide companies through their
process of identifying good and qualitative BSC software tool is presented. This framework
consists of ten important characteristics needed to be fulfilled by the software. The guide
could be seen as a validation framework for good and qualitative BSC software and that is
how it is intended to be utilized throughout the analysis of the chosen object of study. By
validating the studied software, the level of assurance that it represents a qualitative BSC
software rises and so does the ability to finally generalize the findings of the study. However
the first criterion of the framework concerning the “company/product” covers how
organizations select the IT application and is beyond the scope of this thesis. The frameworks
nine criteria are:

Marr & Neely’s Decision framework
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Scalability needs

Communication needs

Analysis needs

Flexibility needs

Technical needs

Service requirement

Features and functions

User interface

Future developments

Thirdly, a framework concerning the most common pitfalls is presented (Kaplan & Norton,
2001, Keith and Manzione 2007, Marr and Neely 2003). The framework represents pitfalls
covering both the implementation phase and work process of the BSC and is divided into
design failures, process failures, technological failures and major disadvantages of standard
spreadsheet. By cross-referencing the empirical findings with the pitfall framework and
analyzing where the BSC software has a positive impact, conclusions can be drawn
concerning the impact a BSC software can have on the success rate of a BSC implementation
and work. The BSC pitfall framework’s four sections are:

Common BSC Pitfalls

Design failures

Process failures

Technological pitfalls

Major disadvantages of standard

spreadsheet
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3 Method

3.1 Scientific perspective

An empirical interest in systems that support decision making and the role they play in an
organization, led into research on the effects these systems can have on the efficiency of an
organization’s BSC work. An empirical question was formulated, resulting in the purpose and
research problem of the thesis. To be able to form an understanding of the selected field and
effectively research the chosen problem, theories and adjacent studies were studied which
according to (Bryman, 2002) is of great importance and which later formed the theoretical
framework of this thesis. Analyzing the empirical findings of the thesis with the selected
theoretical framework allows an explanation of the empirical problem and a possibility to
generalize the findings.

A study was conducted of the ESM? software applied in the organizations of Luftfartsverket
and Folkhalsan®, and aiming to research the phenomena of IS-application in a strategic
environment. The objective of this study was to reach an in-depth understanding of the posed
empirical problem and then generate general conclusion applicable to other similar problems.
This qualitative approach is identified by several methodology literatures (e.g. Rienecker and
Jorgensen2004; Yin 2003, Bryman 2002), as well suited for exploratory studies when the
purpose is to investigate a specific phenomena that is late to be applied to other situations. In
other words, go from the specific to the general, from the ESM software in Luftfartsverket
and Finnish Folkhélsan to modern support systems in organizations implementing the BSC
concept.

3.2 Empirical frame — choosing object of study and practical
examples

This section presents the justification as to why the ESM has been chosen as object of study
and why Luftfartsverket and Finnish Folkhélsan were, then, chosen as examples.

3.2.1 Why the Executive Strategy Manager

To be able to fulfill the purpose of the study, to determine what impact a Balanced Scorecard
Decision Support System can have on the success rate of a Balanced Scorecard
implementation and work, a modern DSS was needed as an object of study. The requirements
for the system of choice were that it could represent the modern and sophisticated DSS
mentioned in chapter 1.1 and 1.2. As mentioned in the introduction chapter, there are multiple
vendors of BSC specific DSS that could be argued to comply with the characteristics of a
modern DSS, and thus qualify as study object of this thesis. Examples of these DSS are;
Active Strategy Enterprise by Active Strategy, Metrics Manager by Cognos, IFS Scorecard by

® A motivation to why the ESM was selected is presented in chapter 3.3.1. A more comprehensive presentation of the ESM software is found
in chapter 4.2

® The studied case companies are Luftfartsverket and Folkhalsan, a motivation of this selection is found in chapter 3. 3.2 and they are
presented in chapter 4.3
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IFS, SEM Balanced Scorecard by SAP ect (Marr and Neely, 2003). A choice of object of
study had, however, to be made, and as the underlying reason for the study is to determine
whether the impact of a modern DSS could make a difference in avoiding the pitfalls of a
BSC implementation, what better than to study the software developed by the authors of these
pitfalls and creators of the BSC concept itself? Kaplan and Norton, who created the BSC in
1992 has through their consultancy firm, The BSCol., developed an online application
specifically intended to support the BSC work in an organization. This application, named
Executive Strategy Manager (ESM) has, according to Johansson, the Vice President of the
Swedish branch of BSCol, all the attributes of a modern DSS, e.g. the dashboard
functionality, integration abilities with existing software and different levels of
automatization, and has proven to be very popular among BSC companies. The fact that the
ESM software is an online application without the need of a desktop installation, something
that Johansson identifies as a trend the development of DSS, adds to the characteristic of ESM
as a modern DSS. Based on this line of argument, the ESM qualifies as a perfect object of
study for the purpose of this thesis.

3.2.2 Why Luftfartsverket and Finnish Folkhdlsan

As the purpose of this case study is to determine the impact a Balanced Scorecard Decision
Support System can have on the success rate of a Balanced Scorecard implementation and
work.

To find suitable practical examples to study, organization utilizing the ESM software needed
to be found. The selection of practical examples to interview was therefore made among
BSCol clients and in collaboration with BSCol consultants. It was important that the chosen
organizations had a similar relationship to the ESM software and therefore two main criteria
had to be met by the practical example organizations; (i) that they had recently implemented
the Balanced scorecard and (ii) that they use the ESM software. Criteria's such as business
industry or nationality where not regarded as vital to the study.

The BSCol contact person and ESM responsible Mr David Wiraeus, proposed two companies
in their client list who had recently introduced the BSC and adopted the ESM software;
Luftfartsverket (LFV) and Finnish Folkhdlsan. These two companies have both recently
implemented the BSC and therefore have the process fresh in memory. Both companies are,
in addition, frequent users of the ESM software and constitute therefore excellent objects of
study. Finnish Folkhélsan is a non-profit organization with operations in the Swedish
speaking parts of Finland. The fact that it is a non-profit organization was initially up for
discussion, but after consulting with the BSCol representatives, there is no actual difference in
the implementation process of the BSC, and hence, this causes no problem for this study. LFV
has recently been separated from the government authority “Swedish Civil Aviation Authority
— Luftfartsstyrelsen” to establish a state enterprise no longer funded by governmental taxes
and in greater need for strategic direction, and thus implementing the BSC.

The criticism that could be made in the choice of practical examples is that the ESM software
was introduced at a late stage of the BSC implementation process in both organizations. This
has the effect that little can be said of the impact the ESMs has on the pitfalls related to the
first stage of the implementation. However, the fact that the ESM was not used early on, is a
conclusion in itself, this will be further discussed in the analysis section of the thesis.
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3.3 Interviews

3.3.1 Choice of interviewees

The empirical data has been collected through a sequence of interviews with key personnel in
charge of the BSC software in their respective organizations. When collecting empirical data
the most common source that is used is interviews and is also seen as the most important one
according to Yin (2006). However, firstly, for the sake of a broader understanding of the
BSCol service and product an interview was conducted with Mr Jan H Johansson, Vice
President, BSCol. This “reference” interview was carried out through the VoIP’ application
“Skype” in conjunction with the call-record plug-in, “Pamela”._ The information provided by
this reference interview generated a deeper understanding of the research problem and
provided a greater knowledge base for further interviews. Secondly, two interviews were
conducted with BSC managers in organizations utilizing the ESM application. The initial
contact with these organizations, Swedish Luftfarsverket and Finish Folkhélsan, was made
through the BSCol. There are several advantages with personal interviews compared with
telephone interviews, e.g.; it is easier to gain trust and make contact as well as the added
possibility to analyzing face and body language Rienecker and Jorgensen (2004); Jacobsen,
(2002). The interview with Swedish Luftfartsverket was therefore conducted at the
organization’s regional office in Norrkdping, Sweden and was recorded with help from a tape
recorder which is the most common way of recording interviews(Kvale, 1997). The interview
with Finish Folkhalsan was however, due to the geographical distance to Lund, conducted in
the same manner as the reference interview described above.

3.3.2 Interview method

All interviews conducted followed a specific set of questions derived from an interview guide
but remained open-ended and assumed a conversational manner (Bryman, 2002; Yin, 2003).
The reason for this was to keep the interview flexible and open for discussions creating an
opportunity for important information not thought of, to come to light (Bryman, 2002). This
was of extra importance when conducting the telephone interviews, as impressions of body
language and other face-to-face impressions were lost. This kind of interview method is called
semi structured and is according to Bryman and Bell (2003) an effective way of acquiring
relevant and accurate information. The authors point out the need of reducing the risk of
gathering biased and incorrect information. Consequently, the questions were carefully
formulated limiting the risk of leading questions echoing the thoughts of the investigators, and
of misinterpretation. Furthermore, the questions have systematically been structured, with the
theoretical frame as a base, to assure relevance in the data collected.

" \VolP stands for Voice over Internet Protocol is a protocol optimized for the transmission of voice through the Internet.
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To obtain as much in-depth data as possible, the chosen interviewee within each of the
proposed company was the Officer of Strategic Management (OSM) at both Luftfartsverket
and Folkhdlsan. These two individuals have a general responsibility for BSC work and a
specific responsibility for ESM maintenance. This made them adequate sources of
information for fulfilling the study’s purpose and they also became key informants for this
study and according to Yin (2003) these kinds of individuals provide more than just important
visions of a certain questions but can also provide other sources of information which can
strengthen or contradict the information.

3.3.3 The Analytical process

The conducted interviews generated a large amount of unprocessed raw data. The Interviews
were transcript directly from the recordings because it facilitates the analyze process (Kvale, 1997).
The processing of the data began simultaneously to the collecting of data due to continuous
processing and analysis makes the authors more aware of the material that reveals and which
the authors ought to use during their work process (Bryman, 2002).

This data has been processed and relevant information has been extracted to fit the research
question of the thesis. This process has been carried out through an identification of relevant
information fitting the theoretical framework of the thesis resulting in that not all transcribed
data is presented in the thesis since it lacked relevance. The processed empirical findings have
then been analyzed. The analytical process is divided in two major sectors:

The ESM software was analyzed to see whether it fulfills the desired requirements of a BSC
application. This was made through a step-by-step cross-examination of the theoretical
framework with the empirical findings identifying similarities and differences. The aim was
to identify whether the ESM software fulfils the desired requirements of a BSC software
application. This analysis focused on theories concerning the importance of an IT solution as
presented in chapter 2.2, “Desired requirements of an IT application”, and mainly covered
empirical findings from chapter 4.2, “Describing the Executive Strategy Manager”.

An analysis of what impact the ESM software has on the identified pitfalls was made. The
analysis was made through a similar approach as described above, by considering each pitfall,
one by one, and cross-references them with the experienced effect of the ESM software. An
argumentation of; if and how the ESM software had a positive or no effect on the process of
avoiding the pitfalls was made. Theories covered where those presented in chapter 2,3,
“Common pitfalls to BSC implementation” and focus was on the empirical findings presented
in chapter 4,3, “the ESM in practice”.

These two initial analyses were conducted to reach a highly detailed analysis of the ESM
software, applied on the presented theoretical framework. The next step was to bring the
analysis up a level and discuss the implication of these two initial analyses aiming to move
towards the purpose of the study. This additional analysis (see chapter 6) was made in order
to generating a more general understanding of the two initial analyses and adapting them to
answer the two posted sub questions (see chapter 1.2). Finally, drawing from this discussion,
conclusions (see chapter 6) where made on how the utilization of a BSC decision support
system can increase the success rate of the Balanced Scorecard implementation and work.
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3.4 Report quality

3.4.1 Objectivity of Empirical Data

The object of interest in this study is the use of the software system ESM in the course of an
organization’s BSC work. This study, then, focuses on the effects a modern DSS has on an
organization’s work with the BSC. To study this, interviews have been conducted collecting
data on the organizations utilizing the software in conjunction with its BSC implementation
process. These organizations have, however, been chosen by, as well as initially contacted by,
the ESM software provider. Consequently, there is a risk that the interviewees do not
represent an objective view of the ESM software. This problem is related to the issue of
reliability mentioned by Bryan and Bell (2003), and refers to the degree by which a study can
be replicated and resulting in the same conclusions. According to the same authors, the term
of reliability is foremost associated with quantitative research approach since it is difficult to
conduct two similar qualitative studies as it is hardly possible to “freeze” a social setting,
keeping the same conditions as the previously study. However, in the case of this study, if the
respondents give a subjective view, embellishing the ESM software due to their affiliation
with the software provider, the problem of poor reliability is of highest interest. Hence, the
researchers have taken all possible measures to ensure the quality of the collected empirical
data. The interview questions have, for example, been designed in such a way to avoid biased
answers and therefore reinforce the interviewee’s objectivity. Both supporting and opposing
standpoints have taken equal space and have been crosschecked between the two interviews
for a better understanding of the issue. The complete research team has been present in the
interviews for the sake of later verifying what was said and heard.

3.4.2 Generalization and conclusions

The consequence of a comparable cross-examination approach, such as presented in this
thesis, is that it is harder to generalize the conclusions into broad knowledge useful to others.
Bryan and Bell (2003) identify this as a problem of external validity, which refers to what
extent the findings can be generalized across social settings. The authors of this thesis are
aware of the limited possibility to generate general new theories due to the size and depth of
the thesis, and thus create limited external validity. However, to reinforce the generalization
of the findings the studied BSC software, the ESM, has prior to the actual analysis,
concerning the pitfalls, been validated to represent a qualitative BSC software. By doing this,
the ESM software, and thereof the study itself, receives a greater validity. The objective is
that the conclusions can bring some light in the current discussion of the role of IT in a BSC
context and that business, in a process similar to that of the practical examples, can put them
to good use.
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3.4.3 Ethics

When performing a study it is important to consider the ethical issues that can arise.
Confidentiality is one of these ethical issues which means that one shouldn’t be described and
identified in such a way that one could be recognized (Bell, 2005). It is also important to
consider the rights of the participants. According to Oates (2006) the participants are
supposed to be treated fairly and with dignity and make sure that they suffer no ill-effect. The
participants have the right to not participate, right to withdraw, right to give informed consent,
right to anonymity and the right to confidentiality (Oates, 2006). Therefore these parts were
considered when the purpose and the possible consequences that could arise were described to
the interviewees. The interviewees were given the possibility to be protected by
confidentiality, nevertheless neither one of the interviewees were interested in this matter.
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4 Empirical Findings

4.1 Introduction to the empirical data

During our search for suitable companies to include in the case studies, we took advice from
the BSCol who introduced us to two companies that are both BSC customers and now using
the ESM to manage their organization. The companies in our focus are using the ESM in their
daily work and are involved in different stages of BSC work. We have interviewed the two
individuals who are Officers of strategic management (OSM) in both companies to collect the
widest possible information about their use of the software and where they stand today.

4.1.1 The Balanced Scorecard Collaborative

The Balanced Scorecard Collaborative (BSCol) AB is an affiliated company to the
Collaborative group lead by Robert Kaplan (Chairman) and David Norton (CEO). Johansson®
states that the BSCol AB represent BSC in Scandinavia and parts of Europe and contributes to
the BSC work around the world. According to the Swedish Vice President (VP) Jan H
Johansson, the company mission is to create a greater understanding and promote the better
use, development and integrity of the original BSC concept. Johansson explains that the
BSCol operates in several areas, including lectures about and implementation of the BSC. The
lectures focus on explaining that the BSC concept is not a measurement system, but a tool to
carry out change, and in the implementation activities they help organizations to realize and
put the BSC to practice. In addition, the BSCol work with some of the most frequent BSC
users to develop, learn and receive feedback in order to develop the BSC concept, states
Johansson. According to him, in early 1998, the BSCol expanded their services to include the
certification of different kinds of software supporting the BSC activities. The certification
ensured that the software’s functionality answered to the demands put by Kaplan & Norton.
The figure below shows the services that BSCol provide.

4.2 Describing the Executive Strategy Manager

4.2.1 The Executive Strategy Manager

The BSCol pioneered the On-Demand Strategy Execution delivery model in 2000. It began
with a first release of the BSC Online Design Centre. The Executive Strategy Manager (ESM)
is the latest release of this application (Johansson, 2007-11-29)

The ESM is a web-based software application and according to Johansson the trend of
modern DSS systems is towards online web-based applications with no need of owning a hard
disk or installing any software. This is why the ESM was chosen to be an online web-based
application to meet the future demands, according to Johansson.

8 Jan H Johansson VP BSCol AB, Interview November 29, 2007

26



The ESM is supposed to guide the users through the construction as well as reporting phases
of Balanced Scorecards and strategy maps. It can quickly scale from hundreds to thousands of
scorecards in a well structured way (Johansson, 2007-11-29).The application is built and
managed by the creators of the Balanced Scorecard, Drs. Kaplan and Norton. According to
Kaplan and Norton the ESM helps organizations in creating strategic alignment at the
corporate, divisional, and individual levels as well as better meeting management through
communicating the corporate strategy and identifying the key performance drivers at all levels
of the organization.

According to Johansson, in 2001 the BSCol developed their own web-based tool to help
organizations develop their BSC work. It started with something they called a 1% report, the
purpose of this 1% report was meant to be used in a company’s initial BSC phase and later on
grow into its own BSC system. A tool utilized during the development process called “design
centre” began to grow into the 1% report tool and this mix showed a tendency to be popular
with a lot of BSCs customers. Johansson explains that as a consequence of this, the BSCol
decided to further develop its system into what we call today the Executive Strategy Manager
(ESM). The ESM isn’t built to measure and analyze different kinds of numbers but to
measure an organizations strategy work and how the management is supposed to work with
their strategy. According to Johansson, the difficulty with a strategic scorecard is that it isn’t
used to measure the performance of one’s strategy but to measure sales return and other
important numbers. The ESM is built upon how a management team is supposed to work, and
what kind of information they are supposed to work with.

There is an essential difference between the ESM and other applications such as those
mentioned earlier, (Active Strategy Enterprise by Active Strategy, Metrics Manager by
Cognos, IFS Scorecard by IFS, SEM Balanced Scorecard by SAP ect (Marr and Neely, 2003)
is, according to Johansson, that ESM is built around how a management should work both
before and during a managerial group meeting as seen from an outsider perspective, while
other applications are built underneath to collate numbers and to generate the right
information instead of forcing the management into a way of working that validates their
strategy.

Johansson points out that a lot of the failures with BSC occur because companies often have
used an IT system and got stuck within numbers instead of their strategy. As an illustration of
this Johansson gives the following example:

“A long time ago | had a heated discussion with a Lieutenant
General in the Norwegian air force where he had to be informed
every morning as to how many F16 fighters he had on the
ground because it was important from the point of view of a
state of alert. I then told him that it was insignificant and that he
instead could get a two week trend measurement on how many
F16 fighters he had available. He replied that it was
unacceptable and then we had a heated discussion about this
matter. Finally I quote his words and | say that you need to
know how many F16 fighters you have available because you
measure in an operational way, that is your operational and
daily task and when you get the information you start to deal
with schedule for all the pilots or maintenance and everything
that is needed. But in my opinion, all you need is a trend
indicator seen from without a strategic view where you try to
look into the primary causes and to why these problems occur.
Then every morning you don’t have to deal with pilot
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schedules, and that is what we call the Balanced Scorecard. If
you solve the primary causes you also solve a lot of the
problem. And if one applies the BSC correctly this will help the
managers to keep their noses above water and not drown in all
daily problems.”

If a software application is used this way to juggle numbers as the officer in the above case
wanted, many applications would, instead of helping the BSC work, be seen as unsuccessful
operations.

4.2.2 Key features

To get a greater understanding of what ESM is, a few key features will hereby be explained:

MyESM: - With the function MyESM the user can create a custom page that shows the
information in different formats. One can show multiple charts; theme; objective, and
initiative information. The MyESM provides a roll-over technology that gives a quick
preview into analysis and progress for all information. These features can be printed and seen
as ones meeting agenda page as well as a default page for viewing the information that one is
responsible for (see figure 4).
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Figure 3 Screenshot of MyESM view from the ESM 4.5(ESM application 2007, version 4.5)

Data Sourcing - ESM has the capability of linking with other data sources, ESM has
improved this capability as well as to included better display mechanisms. ESM has sourced
information from PeopleSoft, SAS, and Cognos, and the process is similar for other source
information. Further, it is possible to link directly to the source information and analytical
applications.

Rollovers - This means that one can go to the Summary Page, or the MyESM, objective page,
, put the mouse on any of the colour status indicators and see the performance analysis and
recommendations. For measures, one can see the measure charts, and for initiatives and
milestones, simply a preview of the progress being made. This is illustrated in figure 4 below.
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Ad Hoc Reporting - There are PDF icons throughout the application. This allows printing
what is seen on the page. If one goes to the Summary page, there one will see a second PDF
icon. This one leads to an Ad Hoc report generator that allows one to choose what one wants
to see and choose the objectives, themes, layouts, etc.

Target Scheduler — It is possibly to automatically set target status indicators based on
performance. One can do it based on an actual number (if it is above 85 and below 95, make it
yellow) or on a percent (if it is within 10% of target, make it yellow). This is illustrated in
figure 4 below.

Gantt Charts — It is possible to view ones initiatives and their supporting milestones in a
Gantt chart format. This function makes it possible to show the information with the status
indicators, so one can look down the month and see how things are going. Milestones can be
added or removed from this view.

The picture below is a screenshot of the ESM meeting view where some of its features above
are marked. These are objectives, rollovers and target scheduler.
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selling price

Financial Perspective
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elling the right product mix

- - ' - -
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Internal P v N T c10[ — — d,M '
Customer Account Management roduct Quality an \ / perations and Maintenance \
Management

111. Increase
106. Launch new higher production levels
margin products
105, Achieve optimal
gost/quality of core products
104. Reduce claims by 50%
=]

Customer Perspectiv:

C2. Manufacturing Excellence

02. Increase shar
with profitable
customers

113, Maintain optimum
verage inventory levels

<I

0. Maximize averagd
machine operating
speed

103. Continually

112, Control and manage
improve customer

maintenance costs
Service

To be a world-class
manufacturing organization, CCP
needs to make customer service
4Ny an important priority. Service

quality will be measured as
\ . strongly as product quality.

108, Maximize machine
availability

107. Reduce total
break time losses

/.

Learning and G| Perspectivs
L2. Regularly communicate CL3. Maintain a safe and healthy
L1. Obtain skill based training performance \n,\ envitonment :
Y Y
’-.I/ “‘
Rollover function Target scheduler

Figure 4 Screenshot of ESM meeting view(ESM application 2007, version 4.5)
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4.3 The Executive Strategy Manager in practice

This section will give a brief presentation of the case companies organization, mission and
strategy work. Both organizations have recently adopted the BSC concept, and both have
done it with the assistance of the BSCol and their IT solution; the ESM. However, the section
will focus on how the BSC work has been carried out and how the ESM software has been
utilized in practice in the studied organizations. Finally a description of the value generated,
and/or not generated, by the ESM at Luftfartsverket and Finnish Folkh&lsan will be presented
in an attempt to throw some light over the software’s experienced strength and weaknesses at
the studied case companies.

4.3.1 Luftfartsverket

Luftfartsverket (LFV), which is in charge of “developing the state owned airports and
peacetime air navigation services for civilian and military aviation as well as for the training
of air traffic controllers”, has recently been reorganized from a non-profit government
authority to a so called State enterprise. This enterprise “will be managed in a business like
way for the promotion and development of aviation” (Swedish board of aviation, 2008)

The organization has changed its structure and is no longer funded by government tax
revenues; instead it earns its income from services and products available at the airports as
well as from Air Navigation Services. This development has forced LFV to focus more on
strategic issues, which in turn has led them to re-implement the Balanced Scorecard. Mr Jonas
Forsman, the OSM (Officer of Strategic Management), explains that LFV had, for a period of
time, been working with the BSC perspectives and planned accordingly, but that the clear
connection between the measurements, initiatives and the chosen strategic direction was
absent. According to Forsman, when the organizational transformation was completed, the
LFV management identified a need for more structured BSC work where the “new” LFV
enterprise strategic direction would be made clear to both top management and down through
the entire organizational ladder. This led LFV into the direction of BSCol and the ESM
software. The re-implementation of the BSC started about a year ago when a team from LFV,
led by Forsman, joined forces together with a consultant team from the BSCol to establish the
basis for the strategic initiatives, measurements and objectives. Forsman states that the group
formed, which he referred to as the ‘“shadow top management team”, synchronized its
progress continuously with the top executives in order not to lose sight of LFV’s strategic
direction. After this design phase, the group dissolved and the BSC was taken over by the top
executives. The design phase took approximately six months, which was necessary according
to Forsman. He describes the difference between the old and new BSC-work-methods as
significant, where the new method includes a much higher degree of structure and a clear
connection between the activities and strategy. Today, LSV top executives have scheduled
strategy meetings once a month where the BSC and the EMS software are heavily used.
However, according to Forsman, the ESM software tool was not utilized at all during the
initial design phase of the BSC work.

Forsman explains that the ESM software was first introduced to the organization when the
design phase of the BSC implementation was finished. The BSC design, which was
performed on simpler templates, was transferred to the ESM tool manually once everything
was completed and approved. According to Forsman, the manual transformation of data went
smoothly and was not an issue of disturbance for the continuous work of the BSC.
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“David [the BSCol consultant] was very handy with the cut and paste functions of the
software, so the transference of data was not a big thing.” (Forsman, 2007-12-03)

Forsman explains that the ESM software is not integrated with the existing IS at LFV. This
means that the individuals in charge of reporting the different measurements must manually
update the software with new figures before each strategy meeting. According to Forsman,
the system feature functions make integration with standard systems possible, but several of
the measurements used by LFV are not generated automatically and the manual part can not,
therefore, be excluded in any case.

“For example, the calculation of air traffic tariffs is not an automated process but a manually

calculated one, which makes an automatization of the ESM software nearly impossible.”
(Forsman, 2007-12-03)

The current BSC work is still in its initial phase, states Forsman. Approximately 35 people are
involved in the BSC project, however only the ten top executives utilize the concept in a
strategic manner. The remaining 25 are only responsible for updating the software figures and
numbers, explains Forsman. According to him, the amount of people updating the software is
too high, and confusion sometimes arises of who has done what. However, the amount of
people involved in the strategic work is, according to Forsman, just right. He states also that
this strategic work is not intended to be exclusively for the top executives. The work of
implementing the BSC at the subdivision has been initiated and the objective is that middle
management will be able to make use of advantages of the BSC in the same manner as the top
executives do today.

“Due to the manual update of the software, and the considerable number of people that are in
involved in the update, there is a risk that the project becomes too focused on figures and
numbers and that it is treated as an IT project. However, the people who are expected to use
the BSC in their strategy meetings [the top executives] do not notice this problem,
unfortunately maybe.” (Forsman, 2007-12-03)

The software selection was, according to Forsman, a natural and non-complex process where
good teamwork and a positive relationship with the BSCol laid the grounds for continuous
collaboration, including as regards a software solution. We saw no point in changing service
provider just for the sake of different software, explains Forsman.

4.3.2 Finnish Folkhilsan

Finnish Folkhélsan is “a NGO (non-governmental organization) in the social welfare and
health care sector, which strives to promote health and quality of life in the Swedish-language
regions of Finland. Operations consist of health-promoting civic activity, service provision in
the social welfare and health care sector and research (Folkhalsan, 2005)

According to the organization’s OSM, Mrs Monica Niemi, Finnish Folkhdlsan started a
comprehensive re-organization of its structure in 2003, which among other things resulted in
an increased focus on strategic issues on the everyday agenda. Niemi explains that Finnish
Folkhélsan had previously exercised the managerial concept “Excellence Model”, created by
the European Foundation of Quality Management (EFQM), but was intrigued by the design
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and effects of the BSC. She had attended a lecture by David Kaplan where the issue of
implementing the BSC in a non-profit organization was addressed. Niemi states that it has
been a challenge to modify the BSC concept to fit a non-profit organization and that after an
initial attempt in 2004, the organization had to take a time out. In 2005 however, after several
mail contacts with David Kaplan, Finnish Folkhé&lsan could re-launch the BSC work. With the
EFQM-model as a foundation and with help from the BSCol team, the BSC was successfully
implemented, states Niemi.

The BSCol consultant team started with a two hour interview with the top executives and
continued with several seminars explaining the fundamentals of the BSC. Niemi explains that
initially, the BSC work was heavily based on MS Power Point and Excel sheets, but that a
more extensive BSC use required a more sophisticated support system. The ESM software
was therefore introduced to the organization in early 2007.

According to Niemi, the initial phase of introducing the BSC to the organization and then
designing the different initiatives and measurements was conducted wholly without the help
of advanced IS, the only tools used were templates and pen and paper. As mention above, it
was not before reaching a point of diffusion of the completed BSC that a need arose to
upgrade the support system to a more tailored support system. Niemi argues that in the initial
phase, a clear division of responsibilities and a comprehensive understanding of the
organizational aim and mission are more vital than a introducing a good support system.

“It was important that everyone knew what their role was and what was expected from them.
A division of the work was made were | became some sort of strategy coordinator and the
right arm of the CEO for strategic issues. We structured it the same way down the
hierarchical chain where assigned contact persons served as the CEOs right arm
representing their specific division. This must come before an information system is
implemented” (Monica Niemi, 2007-12-08)

Niemi states further that the ESM is not fully integrated with the existing IS at Folkhalsan.
According to her, the automatization level of the BSC could be higher, but the negative effect
of this is compensated for by an “attachment” function. This allows users to attach fact sheets,
tables and other important documents instead of having to manually upgrade the software
with figures. But to extract the full potential of the ESM tool, the monthly figures of the
different measurements must still be filled out, explains Niemi. One week before every
monthly top executive meeting, the measures of the different initiatives must be updated with
the latest figures. However, we try not to push this task too far down the organization,
explains Niemi. According to her, Finnish Folkhélsan is not a computer company and
therefore has limited staff with higher computer skills. The ESM software is not introduced,
therefore, to “floor personal” in the different divisions, and middle management performs all
updating activities. Niemi explains that it is not only the floor staff that has limited contact
with the ESM, the top executives interaction with the ESM is largely limited to the monthly
meetings.

“The updates are supposed to include latest figures and a simple analysis and comments,
which later are presented to the top executives during the monthly meetings. Foremost, it is
during the monthly meetings that the top executives interact with the ESM software, while
middle managers need to update the figures continuously during the course of the month.”
(Monica Niemi, 2007-12-08)
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However the interactions with the ESM during the executive meetings is extensive, explains
Niemi. Foremost, the overlook view of the strategic map is used, but a more detailed view of
the different initiatives is also used extensively, especially when the initiative is marked in
red.

According to Niemi, the organization does not have an ambition to introduce the software to
floor staff. She does not see what can be gained with imposing complex computer systems on
child-care, geriatric care or research staff.

“Our ambition is not that every small unit shall interact with the ESM system. We do have an
ambition, however, to effectively communicate our strategy so that all personal in the
organization have a good understanding of the long-term objectives and base their activities
on the different initiatives. You are supposed to see the connection but not work in the actual
system yourself.” (Monica Niemi, 2007-12-08)

4.3.3 Experienced strengths

Both LFV and Finnish Folkhélsan have experience of BSC activities prior to the collaboration
with the BSCol and the ESM software. Both Forsman of LFV and Niemi of Finnish
Folkhdlsan state that the introduction of the ESM tool meant a big positive change for the
organizational strategy work. For example, Forsman explains that they previously had some
problems with top executives getting stuck on details and missing the big picture. According
to Forsman, the tool helped them with this issue. Forsman indicates that the tool facilitates the
follow up of initiatives and activities through a well-designed color coded overlook view.
This way, the different dimensions of the strategy work are well illuminated, states Forsman.

“The elegance of the [ESM] tool lies in the foresee ability of the different activities and
initiatives when presenting them on the monthly strategy meetings. There, we do a follow up
of the different strategic objectives and indicate them with different color marks. Red, yellow
or green, depending on how well, or bad, the initiative is performing. It is obvious that this
has lifted us a dimension on our strategic work.” (Forsman, 2007-12-03)

Folkhélsan’s Niemi points out the advantage of having all the strategic relevant data collected
in one single application, which also can easily be updated. Niemi explains that Finnish
Folkhdlsan experienced a great deal of problems when updating Excel sheets and PowerPoint
presentations. The updating work often resulted in multiple files of the original, which in turn
generated a great deal of confusion.

“I had a common file on a server for all users to update, but this did not work smoothly at all.
The users created new files by mistake generating confusion on which file was the accurate
one. The ESM software really fixed this problem. Today the users can update their specific
scorecard anywhere and at anytime without creating multiple copies of their or their
college’s scorecards. /.../ In this system it is a lot easier [VS. spreadsheets] to keep track of
things”. (Niemi, 2007-12-05)

The ability to update the scorecards “anywhere and at anytime” as Niemi states above, i.e. the
fact that ESM is an online application, is something that Forsman also indicates as important.
According to Forsman, who is in charge of presenting an accurate monthly scorecard, the
work of updating the figures is greatly facilitated by the online functionality of the software.
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He argues that today, the users can, whenever it fits their scheduled, update their scorecard,
and if they don’t, it is very easy for him to generate one single outgoing mail with detail
specifications of everyone’s scorecard. All the users need to do is click on the received link
and update their scorecard. There is no need for users to identify their own scorecard by
navigating through complicated menus or pathways, states Forsman.

Both Forsman and Niemi express an opinion that the ESM software has increased the
commitment of top executives for the BSC work;

“I definitely think that the commitment [Of top executives] has increased ever since we
introduced the ESM software. It has facilitated the understanding of the BSC concept and

made top executives realize the potential of the BSC to focus more on strategic work.”
(Niemi, 2007-12-05)

“One can notice a striking difference in the strategy meeting now, and before the ESM tool.
The understanding /of the BSC concept/ has increased and the executives are able to see the
big picture more clearly. Somehow the strategy meetings become more strategy focused, it is
easier to see the strategic connection to the organizations activities . (Forsman, 2007-12-03)

In conjunction with this reasoning, Niemi mentions the fact that the communication of the
strategy has increased since the BSC work began. She argues that the ESM tool has helped a
great deal in this communication process and generated a more intense focus on strategic
issues. She motivates this by again pointing out the benefits of having all relevant data
collected in one place and the ability to quickly access and update it. Forsman adds to the
argument of the increased communication brought by the ESM software;

“We do a self evaluation after each meeting, measuring the strategic level of the meetings. 1
believe that there is a prominent improvement every since the ESM software has been
implemented. The ease of communication has facilitated the strategic work substantially.”

(Forsman, 2007-12-03)
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4.3.4 Experienced weaknesses

Forsman indicated that one of the strengths of the ESM software was the good overlook view
of the different strategic initiatives. This strength is unfortunately, according to Forsman, not
transferred to all other functions of the software. The example Forsman mentions is the
function of a Gantt Chart illustrating the time schedule and performance of the different
initiatives. This chart is rather complicated and detailed and therefore lacks the advantage of
presenting a good overview of the initiatives. He states that the overall complexity of the
software is something that some users at Luftfartsverket have had problems with. According
to Forsman, computer skills vary considerably between individuals and therefore the ESM
software can create some confusion.

Forsman is criticisms critique of the ESMs somewhat complicated and overly detailed
functions is something that Niemi also mentions when asked to mention possible
improvements to the software. She points out that Finnish Folkhalsan is not a computer-
company and therefore has limited experience and knowledge of computer systems. This
means that all systems used by them need to have a very high degree of usefulness and cannot
be too complex, states Niemi. According to her, the major challenge when implementing the
BSC was to get the users to master the software so that they could perform their duties. Niemi
explains that today, the users who constantly upgrade the systems figures and have an
extensive contact with the software, have learned to use it well. However, the top executives,
who more seldom utilize the different functions of the software, still have not learned it well
enough and need quite a bit of assistance. This is something that is quite problematic due to
the fact that the executives are supposed to base their decision upon information provided by
the ESM, explains Niemi. She indicates, however, that once you have learned the software, it
runs extremely smoothly and effectively. To exemplify the complexity, Niemi mentions that
there exist multiple ways of conducting the same task, something that can create confusion.

“The fact that you can perform the same functions through different menues can cause quite
some trouble. Confusion arises easily since you don’t know what you have updated. It would
be better if there existed only one path to a specific function. Now you can perform the same
function through the rapport-centre, design-centre, and through the meeting-view. To only go
through the design-centre would maybe be better, that way you know what you update.”
(Niemi, 2007-12-05)

According to Forsman, the system lacks a control function and therefore initiatives can be
“left hanging”, if not dealt with. He explains that at the beginning of the BSC work, the
shadow top management team created several initiatives which they later realized was
difficult, if not impossible, to measure. These initiatives were never updated or dealt with, and
later forgotten. It was during a manual control of the initiatives that had been transferred to
the system that these initiatives where discovered and dealt with.

“It is easy to forget initiatives that are not dealt with, and the consequence is that they just
passively ride along, complicating the strategy work.” (Forsman, 2007-12-03)

Forsman argues that no matter how good a system is, there is always a matter of the control
that has to be done by the people working in the organization. It is very important to include
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all strategy issues in the software, as well as exclude all non-measurable ones from it. This is,
naturally, nothing that the ESM has a function for, states Forsman.

Forsman points out an additional overall problem with the ESM. According to him, the
organization is overwhelmed by different information systems for multiple purposes and
functions. He states that even though the ESM is a good system in many ways, the
overwhelming amount of administrative systems affects the work negatively; a general IS
tiredness exists within the organization.

Both Forsman and Niemi state that they are quite sure that they do not utilize all the different
functions and utilities offered by the ESM software. Niemi states, for example, that every
time the BSCol team comes to Finnish Folkhalsan she learns new features and new ways of
doing things.
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5 Analysis

The statements and evidence presented in the below tables composes the analysis of the
empirical findings. First, the object of study will be validated through Marr and Neely’s
(2003) “Decision Framework™ to establish that it represents a qualitative BSC software
application. This will be done by analyzing the fulfililment of the criteria posted by the
framework. Second, an analysis will be made to see the impact the object of study has on the
common BSC pitfalls. The analysis will be performed through a cross-reference of each
pitfall where an evaluation of the impact is presented.

When the ESM fulfils a statement it possesses the features and functions mentioned as
important by Marr and Neely (2003) and if the ESM doesn’t fulfils a statement it therefore
lacks some of the important features and functions needed to be considered as fulfilled.

In the cases of a positive impact, it is relatively easy to identify its significance in preventing
the common pitfalls. When the ESM has a positive impact on the pitfall, it means that
utilizing the ESM software has helped prevent the pitfall, which naturally is a good thing.
Concerning the “no impact” on the pitfalls, it could be argued that this kind of impact is
actually a negative one in answering the question posed in the headline. A “no impact” impact
does not help to prevent any pitfall and consequently makes the ESM software superfluous.

The figure following the analysis indicates what section of the theoretical framework that is
used to analysis the empirical data.

5.1 Desired requirements of an IT application

The Balanted Scorecard
22X

( Qualitative COmmon
BSC Software Pitfalts

22

Validation through
Marr & Neely
Decision Framework

Marr and Neely’s Decision Evidence Conclusion
framework 7
Executive Strategy Manager (ESM)

The Scalability needs e  ESMis scalable because there is no limit in numbers of scorecards FULFILS
available.

. It is an online application which makes it easy to disseminate the
information through e.g. the web.
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The Flexibility requirements

Possibility to connect the ESM to other administrative applications.
The ESM supports flexibility in terms of methodology support.

FULFILS

The Features and functions
requirements

The ESM fulfils the features and functions required. The ESM contains
several advanced features and functions such as rollovers, gantt charts,
Target schedular and data sourcing

FULFILS

The Communication needs

The ESM fulfils all aspects mentioned in the framework such as, web-
enabled, supports emails, links between different measures, objectives and
activities.

The ESM helps organizations in creating strategic alignment at the
corporate, divisional, and individual levels as well as better meeting
management through communicating the corporate strategy and
identifying the key performance drivers at all levels of the organization.

FULFILS

The Technical needs

The ESM allows extracting data from existing data sources.

FULFILS

The User Interface
requirements

The ESM presents both graphical and more text and table based interface.
The ESM presents a comprehensive of success maps and strategy maps
which is an important aspect.

FULFILS

The Analysis needs

The ESM provides analysis needs. In ESM one can create a customize
page that shows information in different formats. One can show multiple
charts; theme; objective, and initiative information. The ESM provides a
roll-over technology that gives a quick preview into analysis and progress
for all information.

FULFILS

The Service requirements

The ESM provides support from the purveyors during the implementation
as well as during their BSC work.

FULFILS

The Future developments
requirements

The ESM was chosen to be an online web-based application to meet the
future demands. The BSC feels a strong attention and commitment to the
product.

FULFILS

The above table indicates that the ESM can be seen as a good choice of application when
working with the BSC. The table shows that the ESM fulfils several of the criteria’s
mentioned by Marr and Neely which companies should consider when choosing a BSC
application. The only criteria that we were unable to answer was the criteria regarding
“company/product” because both companies used in this study chose the ESM as a natural
cause out of earlier collaboration with the Balanced scorecard collaborative AB, so for that
reason they never really considered different alternatives on the market.

5.2 Impacts on the Pitfalls
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Common
Pitfalls

«  Design pitfalls

«  Process pitfalls

«  Technological pittalls
«  Major disadvantages

23

of standard
spreadsheet

5.2.1 Design Failures

Design Failures Evidence Conclusion
Statements Luftfartsverket (LFV) Folkhalsan
“too few/too many e  Both organizations state that the design work has been carried out prior to the NO EFFECT
measures” implementation of the ESM software. Consequently, the ESM software had no influence
in avoiding the design failure pitfalls.
“incorrect drivers” NO EFFECT

The theoretical frame presents two design failures as important pitfalls when implementing
the BSC concept, “too few or too many measures” and “incorrect drivers”. However, the
theory authors (Kaplan & Norton 2001) state that organizations that work intensively with
their strategy seldom fall into the design failure pitfalls. This is the case for both
Luftfartsverket and Folkhélsan. Both organizations have worked extensively with the design
of initiatives and measurements, and done this jointly with experienced BSCol consultants,
resulting in successfully avoiding the design pitfalls. This has, however, due to a late
introduction of the ESM tool, nothing to do with its utilization.

5.2.2 Process failures

Process failures Evidence Conclusion
statements Luftfartsverket (LFV) Folkhalsan
“Lack of senior e The ESM software has through a | ¢ The commitment of senior management is POSITIVE
management good overlook view over the connected to the understanding of the potential of EEEECT
commitment” strategic initiatives, allowed for the BSC concept, the more understanding; the
a more comprehensive higher degree of commitment.
understanding of the BSC e The ESM tool has helped the senior executive
concept, and thus increased the understand the BSC better and thus made them
commitment of top executives. more committed.
“Too few individuals |® The design phase of both organizations was conducted prior to the introduction of the NO EFFECT

involved”

ESM software thus not enabling the software to influence the dodging this pitfall.
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“Keeping the
scorecard on top”

The organization of LFV utilizes
the BSC in a strategic manner
only at the top of the
organization. However, there are
approximately 25 persons
involved in updating the
different initiatives every month.
This implies that even thought
these people do not actively
make strategic decisions through
the BSC, they are in contact
with the different initiatives and
thus the organizational strategy
is communicated to them. By
constantly being exposed to the
strategic objectives and actively
working to update the
measurements, they are able to
understand the strategy better
and consequently help to
implement it.

Middle management is in charge of monthly
updating the ESM with accurate data, and they are
consequently in constant contact with the strategic
objective and can run their divisions accordantly.

POSITIVE
EFFECT

“Too long
development process”

ESM is a flexible system that
allows an imperfect design of an
initiative to work in the system
allowing the management to
start implementing the BSC
concept, even though not all
initiatives where later put into
practice. The development
process could therefore run
without interruptions and in a
timely matter.

NO EFFECT

“Treating the BSC as
a system project”

Because of the large number of
people needed to update the
ESM software, the BSC
activities easily become IT
focused

Finnish Folkhalsan is not a computer organization
and has, therefore, limited computer skills. The
complexity of the ESM has led to a higher focus
on making the software run smoothly than initially
intended.

One of the major challenges in the BSC project
was to master the ESM software and all its
different functions.

NO EFFECT

“Hiring
inexperienced
consultants”

Since the software itself has little to do with the consultant’s knowledge, it could neither
improve nor worsen the attempt to dodge the pitfall.

NO EFFECT

“Introducing the
BSC only for
compensation”

To introduce the BSC only for compensation, in a case where the initiative measurements
are in fact connected to personnel compensation, is nothing that the ESM software could
influence, the issue is strictly a managerial decision.

NO EFFECT

The theoretical frame presents seven process failures as important pitfalls when implementing
the BSC concept. These pitfalls are, according to Kaplan and Norton (2003) the most
common causes of implementation failure. The ESM software show a mixed sign of helping
to avoid the common process failure, only two of the seven pitfalls show sign of being

effectively avoided by the effects of the ESM.
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5.2.3 Technological pitfalls

_Technological Evidence Conclusion
USRS SRR Luftfartsverket (LFV) Folkhalsan
“Low-tech e One of the advantages of the ESM software is
applications” the ability to have all relevant data collected in POSITIVE
one single application avoiding the low-tech EEEFECT
applications disadvantage of having multiple
unsynchronized documents.
e The ESM software facilitates the update
procedure and avoids multiple copies of the
same scorecard.
“Robust but None of the studied organizations report any difficulties with the customization ability of POSITIVE
inflexible the ESM software, which is the obstacle in the robust but inflexible pitfall. EFFECT
applications” Both organizations state that the ESM software has helped substantially to facilitate the

strategic work, which indicates that the terminology of the software fits the organizational

context and that the strategy can thereby be successfully linked to the reporting system of

the BSC.

The technological pitfalls described in the theoretical frame consider the risk of applying a too
low-tech application or a robust but inflexible application. The ESM software shows clear
signs of helping to avoid these pitfalls. Finnish Folkhalsan is the only one who has experience
low-tech applications prior to implementing the ESM software.

5.2.4 Disadvantages of spreadsheets

Disadvantages of Evidence Conclusion
Standard =
T Luftfartsverket (LFV) Folkhalsan
statements
“no scalability” There is no maximum capacity in ESM as there is in standard spreadsheet applications. POSITIVE
EFFECT
There is a possibility to connect Finnish Folkhalsan uses an “attachment” function POSITIVE
“time consuming to the ESM to other applications which allows users to attach fact sheets, tables and EFFECT
update” which makes automated updates. other important documents instead of having to
The LFV has several manually update the software with figures.
measurements that are not It can easily be updated and there is a reduction in
generated automatically which multiple files and duplication of work.
mean that they still have to do
the input manually.
“No collaboration The ability to update the scorecards “anywhere at any time” is something that both POSITIVE
and communication interviewees indicate as important. In ESM all data is collected in one single place and not EFFECT
support” spread out on different spreadsheets on different computers.
“Difficult analyses”
The commitment has increased There is an advantage to have the strategic relevant POSITIVE
and it is easier for everyone to data collected in one single application. Nowadays EEEECT

see the big picture more clearly.
As Forsman stated: “The
elegance of the [ESM] tool lies
in the foresee ability of the
different activities and initiatives
when presenting them on the
monthly strategy meetings”.

the employees can update their specific scorecard
anywhere at any time which makes it easier to keep
track f things.

41




Regarding the disadvantages of standard spreadsheets there were no characteristic differences
between the two interviewee answers. Both interviews believe that they needed more
sophisticated software better suited in their organizations when working with the BSC. The
standard spreadsheets were slow and cumbersome and with the help from ESM they could
better manage and perform their BSC work. Therefore the ESM can be considered to have a
positive effect on all four disadvantages mentioned in the table above. To some extent there
will always be a need for manually updating the system, but with the help of the ESM several
of these updates can be performed manually through connecting the ESM with other
software’s.
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6 Discussion and Conclusion
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6.1 Does the ESM fulfill the desired requirements of a Balanced
Scorecard software application?

To answer the question “Does the ESM fulfill the desired requirements of a Balanced
Scorecard software application?” the empirical findings have been analyzed and cross
referenced with Marr and Neely’s (2003) decision framework, presented in the first table of
the previous chapter. The analysis shows that the ESM successfully fulfills all of the desired
requirements of a qualitative BSC application. Marr and Neely’s (2003) nine criteria can all
be seen as positive when discussing criteria desirable in a BSC software (The tenth criteria
isn’t relevant in this thesis®). The features and functions, as well as the user interface, could
perhaps be a bit more developed in the ESM depending on the users demands and desires.
This matter will always exist because the users of the application all have different levels of
computer skills and therefore also have different demands and desires. The development of
further improvements is underway in close communication with customers and these will
gradually be more useful to the customers.

The ESM presents a good comprehensive picture of the strategy work. To exemplify this, the
“rollover” function (features and functions) gives a good analytical picture (as seen in figure
4). Along with this good overview, the communication across the entire organization
increases and the ESM provides a better way of spreading out the strategy to the different
levels in the organization. One thing that is important to remember is that no matter what
application is used, the application is still only a tool and it cannot replace the initial hard
work and the fact that people are at the centre of strategy execution.

Since the ESM fulfills the requirements of a BSC application the reasoning in chapter 2.1.1
regarding the reasons for implementing a BSC application can all be seen as positive. Instead
of working with cumbersome low-tech applications there is a positive effect in introducing a
qualitative BSC application into the organization.

° See chapter 2.2 for motivation.
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The above discussion provides a comprehensive picture of the attributes of the ESM. All of
the desired requirements of a qualitative BSC application were fulfilled by the ESM software.
Hence, in light of the above discussion, the answer to the question posed in the beginning of
this chapter is that the ESM fulfils the desired requirements of a BSC application.

6.2 Can the use of the ESM prevent some of the most common
pitfalls when working with the Balanced Scorecard?

The above analysis covers the impact the ESM has on each and every BSC pitfall. The
analysis reveals that ESM has had either a “positive” or “no impact” on the BSC pitfalls.

The analysis reveals that the ESM software had a positive impact on nine of the total fifteen
pitfalls identified in the theoretical framework, and that those impacts are concentrated on the
“technological” sections of the pitfall framework with some effect on “process pitfalls”.
According to the framework, the most common causes of failure are concentrated in the
section of process pitfalls, this, since most organizations work intensively with designing the
scorecard but tend to lay less emphasis on the subsequent processes. The ESM positively
affects the “lack of senior management commitment” pitfall, which could be argued to be the
most important process pitfall to avoid. An increase commitment from senior management
has the potential to increase the commitment from the whole organization and consequently
increase the number of individuals involved in the BSC project, which was a pitfall not
influenced by the ESM software. The ESM software’s positive impact on the process pitfalls
would consequently imply that it affects the “right” pitfalls that need it the most and that has
the potential to positively affect other pitfalls. Another example of this would be the affect a
highly committed senior management could have on the pitfall “introducing the BSC only for
compensation”, which covers the risk of not translating the corporate strategy to the BSC, and
only using it to introduce non-financial measurements as a compensation mechanism. With a
highly committed senior management, it may be argued that the BSC activities would have a
higher degree of strategic significance, since this lies in the interest of the senior management.
Consequently, it could be argued that by influencing the “right” pitfalls positively, the ESM
software has the potential to indirectly positively influence the pitfall which it had no impact
on.

In addition to the indirect impact the ESM could have, the fact that the impacts where positive
on the pitfalls created by an IT application, adds to the argument that the “right” pitfalls were
prevented. Naturally, the technological pitfalls could only appear if and when an IT
application was implemented, and it would not be a positive development if the tool
implemented to prevent pitfalls, actually created them. The analysis shows, however, that the
ESM software has been an effective tool to prevent the technological pitfalls.

Of the total fifteen pitfalls, six of them were identified by the analysis as not influenced by the
ESM software. This would imply a negative effect on the strive of preventing the pitfalls.
However, regarding the design failure pitfalls, which fall into the category of “no impact”, the
ESM had little chance to influence them at all. This due to the fact that the software was not
implemented until the design phase was over. Undeniably, it is difficult for the ESM software
to influence pitfalls positively in its absence. On the other hand, the question of whether the
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ESM can prevent the common pitfalls does not take into consideration the choice of
implementation occasion made by the organization at hand. Hence, even though the
circumstances are not in favor of the ESM software, the fact still remains that it did not help
prevent the design failures.

Concerning the pitfall “Treating the balanced scorecard as an IT System Project, rather than a
Managerial project”, the analysis found that the ESM software had no impact on preventing
the pitfall. Although the ESM software has relatively advanced automatization functionality,
where data can be extracted from both spreadsheets and databases as well as from more
advanced standard applications, it is not utilized by either of the case companies.
Consequently, an obligation to manually update the ESM software exists, leading to a high IT
maintenance and a risk of becoming too IT focused. This risk jeopardizes the ability of the
BSC to effectively articulate the corporate strategy, communicate the strategy, and help align
individuals, organizations and cross-departmental initiatives to achieve common goal, all
which are objectives of the BSC concept. However, as mentioned the studied software has
the ability to automatize data inputs and thus the ability to help avoid the pitfall of becoming
too IT focused. The organizations at hand need to utilize the software to its full ability and by
that avoiding the pitfall.

The above discussion gives a balanced picture of the significance of the different impacts
created by the ESM software. Although the impacts have not all been positive in preventing
the pitfalls, the ones that have been positive have the potential to grow stronger. The majority
of the “no impacts” on the pitfalls, it could be argued, are consequences of the choices made
by the organization itself and not easily influenced by the software. In light of this, the
conclusion of this chapter and the answer to the question posed in the headline is that the
ESM software can prevent some of the most common pitfalls when working with the BSC.

6.3 Conclusion

This section will present the conclusion of the thesis answering the main research question;
“How can the utilization of a BSC software tool increase the success rate of an organizations
Balanced Scorecard implementation and work?” and, thus fulfill the purpose of thesis; to
determine the impact a Decision Support System can have on the success rate of a Balanced
Scorecard implementation and work.

To be able to answer the posted research question, and thus fulfill the purpose, an IT
application and its impacts on an organization's BSC work has been studied. Firstly, to be
able to generalize the findings of the study, the ESM was analyzed and determined to fulfill
the desired requirements of a qualitative Balanced Scorecard Decision Support System.
Secondly, the impacts of the ESM, on two practical BSC implementation process examples,
have been studied. It was determined that the ESM had both positive and no impacts on
preventing some of the most common BSC pitfalls. The positive impacts were argued to be on
the “right” pitfalls enabling an indirect positive influence on the “no impact” pitfalls. In
addition the majority of the “no impacts” impacts were argued to be conditional to the choices
made by the organization while implementing the scorecard. In light of these ‘“‘sub-
conclusions”, conclusions are drawn on how a utilization of a modern and qualitative software
tool can increase the success rate of the Balance Scorecard implementation and work.
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Through playing a crucial role in the process of implementing and working with the BSC, and
by that successfully preventing some of the most common pitfalls, a modern and qualitative
Decision Support System has a positive impact on the success rate of a Balance Scorecard
implementation and work.

6.4 Suggestion for further research

The underlying reason for this study is to contribute to the academic debate on the strategic
value of IT applications within organizations. However, the findings of this thesis could be of
good use for practitioners in the process of implementing the BSC. By effectively avoiding
the common pitfalls the chance of successfully implementing the BSC increases substantially.
It is crucial to point out, however, that the generalization of the findings applies to the case
companies in the same manner as to the case it-application. It has been determined that the
ESM software can be considered a modern DSS and therefore allows for a generalization to
be made about other modern DSS.

During our work with this thesis many ideas for further research has emerged. One thing we
found interesting would be to further examine how the managers are supposed to work with a
modern software tool to prevent those pitfalls shown in our analysis that the ESM couldn’t
prevent. It would also be interesting to examine what more a modern software tool could
contain to be more value added to an organization and how the managers are supposed to
work with it to become more successful.
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Appendixes

Appendix 1 - Interview-guide for LFV and Folkhalsan

Bakgrundsfragor

1. Vad har du for roll i foretaget?
2.Vad ar din roll i ESM projektet?
3. Hur manga ar ni som jobbar med BSC projektet?
4. Hur lange har ni arbetat med ESM
5. Har ni anvand BSC tidigare?
a. Vilken mjukvara anvande ni i s fall?
6. Hur kommer det sig att ni valde just ESM?
7. Far vi anvanda oss av ditt/foretagets namn i rapporten?

Fragor gallande ESM

1. Vad upplever ni som de storsta styrkorna hos ESM?

Flexibilitet

Funktioner

Kommunikation

Teknologi

Anvandarvanlighet

Mojlighet till god service

Framtida utvecklingsmagjligheter tillsammans med utvecklarna

@ ~o a0 o

2. Vilka &r de storsta svagheterna med att anvanda ESM?
Saknar ni ndgonting i programmet som skulle forbattra anvandandet?
4. Om Finnish Folkhélsan anvant BSC innan:
a. Utifran dina erfarenheter vilka skillnader upplever du fran
traditionellt anvédndande a BSC och att anvanda ESM?
i. Positiva effekter?
ii. Negativa effekter?

w

5. Anser du att ESM kan forbattra/hjélpa till att undvika de vanligaste
fallgroparna inom BSC implementeringsarbetet:
a. Brist pa engagemang fran ledningen
b. For fa involverade i projektet
c. Endast dr ledningen som anvdnder ESM? (ej “’golvet”)
d. En for lang implementeringsfas/Designfas av BSC
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e. Behandlar BSC som ett IT projekt istallet for ett management
projekt
. Inhyrning av oerfarna konsulter
g. Att man glommer bort kopplingen till strategin

Vilken betydelse har det for att applikationen ar ’online”?

Upplevs programmet som enkelt eller komplext?

Anvander ni samtliga funktioner som programmet erbjuder?

Har ni integrerat annan programvara (t.ex. databaserna mm) med ESM?
(T.e.x. analysverktyg)
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Appendix 2 - Interview-guide for Balanced Scorecard Collaborative

AB

BSCol

ok w

o N o<l

10.

11.
12.
13.

14.
15.

16.

Vilka &r ni? (Sweden)

Vad gor ni? T.ex. Affarside och visioner?

Produkter och tjanster?

Hur manga kunder har ni i Sverige/Norden?

Har ni varit med om nagot misslyckande med ESM?

Varfor bestdmde sig BSC for att utveckla ESM?
Beskriv ESM
Hur vill du séga att ESM skiljer sig fran vanliga begreppen Dashboards, business
intelligence (BI) (vad ar ESM?)
Hur skiljer sig ESM fran 6vriga liknande system?
Vad upplever ni (BSCol) som den storsta styrkan i ESM?
a. Flexibilitet
b. Funktioner
¢. Kommunikation
d. Teknologi
e. Anvandarvanlighet
f. Mojlighet till god service
g. Framtida utvecklingsmojligheter tillsammans med utvecklarna
Vad upplever ni(BSCol) som svagheter i ESM?
Vad innebér det att det & on demand? / online?
Vilka kan anvdnda ESM inom organisationen? Alla anstéllda eller bara cheferna?
Inblandade?
Ar det mojligt att integrera annan programvara med ESM? (T.ex. analysverktyg)
Utifran dina erfarenheter vilka skillnader upplever du fran traditionellt anvandande a
BSC och att anvdnda ESM?
a. Positiva effekter?
b. Negativa effekter?
Hur skiljer sig moderna DSS (ESM) mot aldre versioner av DSS?
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Appendix 3 — Interview with Jan H Johansson, BSCol

Vilka ar ni och vad gor ni?
Vi ar bolaget som representerar Kaplan and Norton hér i Norden.
Ar det mjukvaran som ar huvudprodukten eller ar det konsulttjansterna?

Mjukvaran har i huvudtaget inte varit vart omrade, vad vi lever for, var mission &r att skapa
en battre forstaelse, anvandning, utveckling och integritet av det ursprungliga BSC konceptet.
Det ar det vi jobbar med. Men vi jobbar inom flera olika omraden, vi haller en hel del
forelasningar runt om dar vi forsoker forklara vad BSC ér, att det inte &r ett matsystem, utan
ett verktyg for att genomféra en forandring, och sen sa hjélper vi olika organisationer att
tillampa de har tankarna. Jag forsoker medvetet forsoka undvika att anvénda termen IT eller
IT system, utan det handlar mer om att etablera en process sa att du far en robust process for
att etablera en strategi. Sen jobbar vi mycket med utveckling, jag aker t.ex. nasta vecka till
London dér vi har ett utvecklingsarbete tillsammans med oss sjélva och ett antal stérre foretag
runt om i Europa dar vi utvecklar idéer och tankar, vi lar oss fran de som anvander (BSC) for
att bli battre. Och den fjarde, och da narmar vi oss systembiten; tidigt 1998 borjade vi
certifiera olika mjukvaror for att kunna satta nagon typ av defaktor standard dar vi
certifierade, vi gick igenom ett antal mjukvarors funktionalitet for att se om de kunde leva upp
till de kraven som Kaplan och Norton har pa sin BSC produkt. T.ex. hdr i Sverige har
ProDacapo certifierats, jag sjdlv hall i den certifieringen. Och sen pa senare tid.... |
utvecklade 2001 ett eget webb-baserat verktyg for att hjalpa foretag att utveckla BSC. Och
sen sa visade sig att det var fa som hade bra system, de system som finns ute pa marknaden ar
inte sarskilt bra, och framforallt &r det sa att de som séljer systemen vet inte sarskilt bra vad
BSC éar for nagot, sé det blir vildig mycket métsystem... sa vi borjade utveckla nagot som
kallas 1st report. Syftet, precis som namnet visar, ar att den ska anvandas till den forsta
rapporten och sen skulle den vaxa in i ett eget system. Det finns ett utvecklingsverktyg som
kallas designcenter, det véxte ihop mer och mer med 1st report. Vi populerade da
informationen i designcenter for att sedan direkt anvénda det i 1st report. Och sen var det flera
kunder som borjade tycka det har &r ju faktiskt battre &n manga andra system, och ville inte
bara ha det som en forst report, och da vidareutvecklade vi systemet via tva killar i USA som
var drivande. Sen konstaterade vi att den (ESM) &r ju mycket béattre an allt annat som finns pa
marknaden sa lat oss borja fokusera pa den da lite. Det ar det David haller i och vi har fatt ett
jattegott genomslag pa den.

Och... s mjukvaran idag anvinds inte bara fér implementeringen utan ocksa for sjalva
arbetet med BSC?

Ja, sa nu séljer vi den separat, och vi haller nu pa att se om vi kan forsoka bygga upp nagon
typ av aterforsaljarnat ocksa. Men detta ar da inte var huvudfokus. Det svara men att tillampa
lyckat med BSC, nu kanske jag kommer in pa andra fragor, men det ar att etablera ett annat
management satt att jobba och att etablera en stabil process, och det gor aldrig ett 1T-system.
Ett IT-system kan hjélpa till att halla den stabil men den kan aldrig etablera den, utan det
kravs andra drivkrafter att gora det.

Sa det ar de fyra omraden vi jobbar med; att skapa en forstaelse, anvanda den, utveckla den
och sékra integriteten.
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Beskriv ESM med egna ord....

De flesta system, och det har &r viktiga distinktioner, for att gora enkelt sa finns det tva
huvudtyper av system, som jag tycker iaf, och sen kanske ni har en annan synpunkt. Men fran
min sida sett finns det tva huvudtyper. Dels finns det dem har stora system som &r integrerade
med... som en del i typ SAP, nu saljer de Pilot eller Business Object tror jag det ar, du har
Conjus, high period, SAS Institue, och de har stora, de har BSC moduler med eller mindre
integrerade med deras databaser dar de fangar data, och bygger underifran da. Sen sa finns det
ett antal mellanstora system som ligger ovanpa databaserna egentligen, jag kan inte de
tekniska bitarna egentligen, typ ProdaCapo, typ QPR fran Finland, Corporate i Norge, ja det
finns massa av de har varianterna.. som fangar data nerifran databaserna och forsoker
presentera dem pa ett bra satt. Men bada de har varianterna har valdigt tunga forankringar i
varden och siffror och en automatisering av BSC, och ett strategisk scorecard, det svara med
med ett strategisk scorecard &r att du inte &r van att méta genomforandet av strategin... utan
du &r van att méata forsaljningssiffror och andra typ av saker da. Och, med fingret upp i luften,
sa ar det 50 % kan man fanga fran olika typer av databaser, och 50% &ar sant som man inte
mater idag, sa informationen &r viktigt men den &r inte sa drivande. Vart system har inte alls
de har funktionaliteterna, utan vart system ar uppbyggt utifran hur en ledning ska arbeta, vad
ar det for info en ledning ska arbeta med, vi ar t.ex. valdigt noga med att séga att man inte kan
satta en farg automatiskt, det ar helt fel, fel pga. det ar inte bara dina styrtal, eller matt, eller
KPI:er eller vad man kallar de for, hur de mar, utan man maste vava ihop det med hur de olika
initiativen gar, de forandringsprojekt du har for at genomfora strategin, det kan ju vara som sa
att ett styrtal, ett matt, ar r6tt medan initiativet gar valdigt valdigt bra. Och da kanske du
utifran ett strategisk synpunkt inte behdver géra nagonting mer, och du har da tagit ditt beslut
nagra manader tidigare och du ser att du har en forandring i ditt styrtal, du ser sen ett
trendbrott sa att styrtalet inte blir blodrodare utan blir lite ljusare rétt och det ar den
management bedomningen du inte kan gora automatiskt. Mig vetligen ar det dd ESM det enda
systemet som ar byggt utifran ett ledningsperspektiv, utifrdn hur hon eller han ska agera under
ett ledningsgruppsmote, och da ar siffrorna viktiga men de har underordnad betydelse.

Ok, sd om jag forstir det hir ritt... oavsett om KPI:n visar roda siffror men om
kopplingen till det man stravar efter anda ar gron sa ska ESM leda till att man fattar
ratt beslut?

Ja det ar ju ett exempel, men det kan ocksa betyda att du behdver agera. Grejen ar, att alla
andra system ar byggda som en pabyggnad av stora SAP, eller ocksa sa laggs de som en layer
ovanpa, som Corporate, i Norge, som ocksa &r ett hyfsat bra system. Men det ar ingen av dem
som &r byggt uppifran hur en ledningen fungerar, hur de behdver agera for at fatta de rétta
besluten, och fa bukt pa de ratta strategiska bitarna. Sen har ju vart system, sedan ett tag
tillbaka, lankat sa att vi kan koppla ner, till typ Hyperiod, som ar valdigt bra pa att redovisa
siffror, och da kan man gréva sig ner i siffrorna, och det ar en funktionalitet som vi inte har
tidigare, och darfor tycker jag nu att ESM &r ett outstandigt verktyg. Det &r viktigt att
poédngtera att det inte gér att sdga si eller s, 1 vart system sa sitter du fargerna.... Som chef
for ett omrade eller strategisk malsattning maste du statta dig in i den strategiska
malsattningen for att kunna analysera och inte bara genom siffror utan ocksa genom
initiativen, forandringsprogrammen som pagar och gora din basta bedémning av siffrorna,
vad har hant med dem, hur gar initiativen, behover jag ta ett beslut med dem eller kanner jag
att de rullar pa bra. Och utifran det satter jag en farg, gron, gul eller rod.
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Med chef menar du den som &r ansvarig for varje omrade, i ESM sa fyller man i vem
som &r ansvarig for initiativen da eller?

Ja exakt, han eller hon maste ga in pa ledningsgruppen och kunna signalera att har har vi ett
problem som vi maste diskutera och ta beslut pa och géra den rdd, eller jag e lite orolig och
behdver rad om nagot, da satter man den gul, alternativet att allt I6per som det ska och det
finns inga problem, da satter man den gron och sa behdver man inte ta onddig tid pa
ledningsmaotet.

I BSC litteraturen pratas det mycket om att BSC ska implementeras i hela
organisationen, ar ESM ett program som kan anvéandas av alla i organisationen eller ar
den bara till for ledning och mellanchefer?

Vi delar upp fragorna, 1. Om BSC ska anvéndas av alla i organisationen sa tar vi ESM sen.

1) Néar man infor ett BSC tank i en organisation sa bdrjar man pa ledningsniva och, ta i
bésta fall, foretagsledningen bygger sitt scorecard, och i det scorecardet ska det finnas
det de behover fokusera pa, och pratar man med ledningen sa &r det ofta strukturella
forandringsfragor, vad ska vara fabriker ligga, hur ska varan supply chain se ut, vilka
marknader som vi bor fokusera pa basta satt, vilka kundsegment osv., de &ar de
overgripande fragorna. Sen nar man gar ner i en organisation, lek med tanken att det &r
en funktionell organiserad organisation, da tar produktion hand om sin, - ok nu ska vi
véxa nagonstans i Kina, vad ar det vi ska gora, vad &r det vi ska fokusera pa for att
véaxa. Och sen gar man ner i organisationen nagonstans i Europa, och dar maste de
bygga pa sina grejer och sen kommer man ut till forsta linjen, de maste t.ex. jobba
med att fa ner stilltider for att f4 upp lonsamheten i mindre och mer flexibla
produktionssatt for att nu levererar de till hela varlden och det finns olika efterfragan
mm. S& varje organisatorisk enhet, vart man an finns, bygger sitt eget Scorecard,
beré&ttar sin egen historia, vad &r det just vi bidrar till den 6vergripande strategin, och
sd mater man det pa olika satt,

2) Det hdr populeras in i ett ESM. En organisation kan darmed ha massa olika BSC i
ESM olika kopplingar och lankar, och det kan vara hur manga som helst egentligen.

Kan man avgransa sa att vissa personer bara far tillgang till vissa scorecards?

Det far du ta med David mer, men det finns. Det finns pa traditionellt sétt olika typer
av behorighet. Men sen foresprakar vi alltid oppenhet, for att kunna genomféra en
strategi s maste man ha en forstaelse, vi ser garna att transparanen ar sa hog som
mojligt genom hela organisationen. Framst for att man ska kunna se hur det gar. Tex
XXX som anvander sig av ESM, forutom vissa konfidentiella siffror, sa ar systemet
Oppet for alla.

Begreppen BI och EIS, dashboard och liknande buzzwords. Hur kopplar du de
begreppen till ESM?

Jag har ju svart for det. Hmm, det ar ju en business det har, och Bl och EIS handlar mycket
om att se trender och skapa forstaelse for hur det gar, men alla dem tycker jag missar den
strategiska dimensionen, de &ar duktiga att hitta hur det har gatt och med olika typer av
algoritmer och analyser forutspa hur det kommer att ga i framtiden. Men jag har inte sett
nagot av dessa system som har en koppling till strategin, en koppling till hur det gar, dvs vad
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man vill. Jag kan ta ett exempel, vi har jobbat med Gumfors, som ar vérldens storsta pump
tillverkare, de anvander ESM. Den ena enheten gar véldigt bra, de levererar sa det skvatter om
och siffrorna ser valdigt bra ut, men om man tittar pa strategin sa skulle man véaxa pa ett
speciellt satt och det gor de inte utan de vaxer pa det traditionella sattet. Vad de har sett, via
BSC, det sista halvaret ar att om fokusera mot sin strategi istallet och félja strategin vilket har
gjort att man bdorjar vrida organisationen och sélja och leverera mer av vad man vill med
organisationen, istallet for att bara folja det man gjort tidigare. Den kopplingen med strategi,
saknar alla Bl system och EIS. De ar duktiga pa att vrida och vanda pa historien for att vrida
den framat men de har inte kopplar den till vad man vill med strategin.

Jag ska ta ett valdigt konkret exempel.

Om nu Volvo vill vrida om och fokusera pa miljomarknaden sa kanske deras storséljare x90
inte dr ritt KPI att anviinda.... Om maste man vrida om organisationen, man bor istéllet satsa
pa hybridbilar och ett vettigt KPI &r da istallet kanske forbranningstalet t.ex. Det hjalper ju
inga EIS att vrida om hela F&U avdelningen, produktionsavdelningar,... de foljer bara upp
forsaljningen men inte strategiskiftet.

Pa vilket satt skiljer sig ESM gentemot traditionella program? Gér ESM nagon form av
analys av den strategi ett foretag vill ga mot? Det ar vél fortfarande upp till ledningen
att gora den typen av analyser?

ESM hjalper 6ver huvudtaget inte att analysera siffror, utan strategi utvecklingen ligger sa att
séga utanfor BSC konceptet. BSC ar ett verktyg for att genomfdra en strategi. Men alla ESM
och Bl system som jag kanner till, dem baserar sig pa historiska data for att projicera framat
och dar finns for lite koppling da till den strategiska ambitionen och uppféljningen av det.
For att fatta dem ratta besluten sa behdver du ju Bl och EIS system for att foda hur det har
gatt in i ett BSC. BSC ligger da alltsa pa toppen av dem da. Jag vill sdga att inget av dem Bl
och EIS som jag sett pd marknaden fyller/ saknar den funktionen som just ESM har. ESM
ersatter inget utav dem utan kommer pa den absoluta toppen av dem for att sen hoppa in,
drilla ner, titta ner i den information som dem systemen skapar.

Sa nar man installerar ESM sa ar det som ett toppenlager system som anvander sig utav
informationen som &r genererad ifran andra typer av system.

Exakt. ESM genererar ingen system 6ver huvud taget utan den ligger bara som en, som ett
lager mellan strategi och EIS system eller liknanden.. Bl system for att hjélpa att hitta den
ratta informationen.

Sa det ar alltsa ett satt att grafiskt visa information som &r genererad ifran andra
system? Alltsa ett Dashboard om du har hort uttrycket?

Oja, for mig ar det inte ett dashboard, dashboard ar nagonting som du ser framfor dig som ror
sig snabbt da, utan det den skall visa, det &r bara en enkla biten, att satta upp nagra kopior a
grafer aallt vad det nu &r da. Utan det som ESM har som inget annat system har ar att de har
ett den har ett sétt som etablerar ett ledningsprocess. Och den tvingar, om man anvander ESM
pa ratt satt sa tvingar den ledningen att via att analysera bade siffrorna som finns och
initiativen som gar, man etablerar en process for att ha fokus pa att genomféra strategin. Da ar
en dashboard den lilla lilla saken i det hela och styrtalen &r de sma sakerna, utan det
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forandrade beteendet och ledningens annorlunda arbetssétt som ar utmaningen. Och dér
hjalper ESM till att etablera det har da.

Vad anser du att ESM eller ett program som ESM spelar for roll i ett arbete med BSC?
Att det ar ett sekundart alternativt? Tror du att arbetet med BSC gar att genomfora
utan en programvara som ESM?

Oja det finns ju manga exempel pa det. T.ex. Excel ark eller PowerPoint eller liknande
Och det fungerar bra eller?

Ja det funkar men en programvara underlattar ju véldigt. En programvara sékrar ju att du far
en stabil process. Stabiliteten i att ha en predictible och cable process, det e ju det som en
programvara hjalper till att géra da. Du etablerar en process, ett arbetsatt och sen sa stodes ju
det av ett IT system. Och manga ganger nar man bygger ett IT system sa tvingar man ju det
ocksa in dig i en process och det ar ju det som alla de har typ SAP har varit sa framgangsrika
da att t.ex. om man etablerar en faktureringsprocess sa styrs ju de olika inmaningsstegen i ett
IT system styr ju processen for att fa en effektivitet i den. Och dar har ju ett IT system en
nytta. Och det &r ju det jag sager som ar det unika med ESM att ESM ar byggt uppifran hur en
ledning bor arbeta fore och under ett ledningsgruppsméte, medans alla andra system ar
byggda underifran egentligen for att konstituera siffror och ge den ratta informationen. Sa det
ar for mig en viktig skillnad att ESM &r uppbyggd for ledningen och att tvinga in ledningen i
ett arbetsétt for att utvérdera strategin.

Skulle du utifran dina erfarenheter att manga av de org som misslyckats med
implementeringen av BSC kanske med hjalp av ett IT system kunna undvika
misslyckandet. Tror du att ett informationssystem skulle kunna ha den betydelsen vid
en implemantation?

Bada ja och nej. Jag vill ju gora gallande sahar istallet, ett par saker, som att ett misslyckande
ar, de allra flesta hur man &n tillampar BSC tror jag far en viss effekt. Aven om man som man
gjorde tidigare pratade om busniness reengineering att dem blir sa misslyckade. Man nadde
inte 40% effektivisering utan man gjorde istéllet 10 %. Men att det &nda &r battre &n de 5%
man tidigare hade. S& med misslyckade sa sager jag att de allra flesta BSC tuillampningarna
har nagra lyckade sidor. Det var forsta biten. Andra biten sa sager jag sahar att de som inte
varit sa framgangsrika eller som man uttrycker det &r misslyckade, sager jag beror pa till
valdigt stor del av att man har anvant ett IT system och man har da fastnat i siffror och inte i
strategin. Och tittar man pa, det finns hur manga exempel som helst, som man kan ta t.ex. en
offentlig verksamhet som sitter i Gbg och har ett BSC som mater kvalitet och massa saker
dem e ju n6jda med de da det har blivit nagon typ av benchmarking system medans som ett
BSC system sa tycker jag det ar ett totalt misslyckande, dem har tvingat in skolor till att ha
massa saker som inte dem kanner ett agarskap av. Och utifran skolorna sa har det bara blivit
en belastning for att bara ratta till en himla massa siffror. Hade man tillampat det pa ett annat
satt sa hade man fatt ett helt annat, drivkraft och fart i detta har. Och det finns massor av
exempel dar BSC med hjalp av IT applikationer har blivit massa matsystem istallet och som
mater ett &nnu mer komplext utifran en controller organisation. Och det blir pest och pina. Det
ar sa latt och grundtaken i BSC ar sa enkel for dem att de skall mata nagra olika dimensioner
och da har man fastnat med méat dimensionerna sa alla de har systemen har ju bra
funktionalitet att pa ett enkelt sétt dra ut data och da méater man alla mojliga saker. Men man

54



maéter inte strategin. Utan man méter operationer. Jag skall dra ett av mina favoritexempel;
general I6jtnant i norska flygvapnet Tomas Kollinartcher, Jag och han hade en diskussion for
lange sedan dar han varje morgon var tvungen att veta hur manga F16 plan han hade staende
da det ur beredskapssynpunkt var viktigt da. Och jag sa att det kan du glomma, du far istallet
tva veckors siffra pa en trend pa hur manga F16 du har. Da svarar han med att jag inte fattar
nagonting medans jag havdar motsatsen att det istallet ar han som inte fattar och skojar lite
fram och tillbaka, efter att han har spytt ur sig sina synpunkter och tycker att jag ar ”slut” sa
sager jag till honom att satta sig ner och ta det lugnt, du behover veta varje morgon hur manga
F16 plan du har! For det ar din, du méter operationellt, det &r din operationella och dagliga
uppgift, och da ser du till att fixa med pilotscheman eller underhallet a fixar allt som behovs,
men du behdver en trendsiffra ur en strategisk synpunkt. Dar du forsoker titta till
grundorsakerna och till varfor den har problemen uppstar. Sa att inte varje morgon behdver
fixa med pilotscheman. Och det ar det som ar BSC. Den strategiska informationen pa att du
har en trend som forandrar sig och att du sen skapar tid och utrymme i din agenda sa att du
verkligen kan fokusera pa grundorsakerna bakom dina problem. Och lser du grundorsakerna
da loser du aven mycket av problemen. Och det ar det utrymmet da som BSC rétt tillampat
skall hjalpa ledarna att fa nasan 6ver vattnet och inte drunkna i alla dagliga problem som man
alltid sitter i. och da fatta han skillnaden och kunde acceptera att han fick en trend som var tva
veckor gammal for att det hjalpte honom att fokusera pa grundorsakerna bakom problemet.
Och det ar allt for fa BSC it system som har den funktionaliteten. De vander och vrider och
tittar pa siffror. Och da séger jag: da blir det istallet att systemen hjalper till att bli
misslyckade operationer.

Sa du menar att det till och med kan finnas en poéang med att ha historiska siffror for att
prioritera framtiden mer an att ha real tids siffror?

Jaa det kan det ju vara. Inte bara men det kan ju vara att man ser trender istéllet for att se
exakta siffror.

Hur kan redovisar siffran &r i sig en kunskap da. Sa att du redovisar den isig sa att man kan
gora en strategisk utvéardering och inte bara en operativ utvardering.

Vad innebar det att ESM ar ett Online / Webbaserat verktyg?

Suck. © det kan nog vara vissa svarigheter. | med att manga organisationer har ju
brandvaggar och liknande och ar oroliga for sekretess och liknande. D4 har ju vi iaf en
I6sning. Men nu byter jag hatt fran att vara BSC expert till att vara vart systemtankande.

Var I6sning bygger pa att man kan ha den innanfor sina egna brandvaggar om man vill och
istallet fa kopa uppgraderingar. Men en fordel i att ha online skulle ju kunna vara. (osaker) att
kunna i den globala véarlden sa kan man var som helst i véarlden kunna logga in och arbeta med
det. Avsett var jag befinner mig. Men det kan man ju iofs ocksa genom de flesta narverken
ocksa genom VPM lésningar. Sa det ar val ingen fordel iofs.

Varfor har ni i sa fall valt en webbaserad variant?

De dem sdger i USA é&r ju att det &r det som &r trenden idag. Att tex google nu erbjuder office
paketet via webben. Detta &r jag inte sa inne pa utan endast spekulerar men det ar ju det de
sager att man i framtiden inte kommer ha massa programvaror och hardiskar och grejer i
framtiden utan att allt istallet kommer ligga via natet. Men nu nér jag ute pa djupt vatten nar
jag pratar.
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Har ESM nagon negativ sida som ni har markt av? Nagonting du saknar i det?

Vi anvander det ju sjalva, pa vara egna moten. Jag ar ju da om man sager ansvarig for att
genomfora var strategi har i norden och dar finns ju manga forbattringar som skett den sista
tiden i systemet. Det ar ju darfor jag ar sa lyrisk 6ver det just nu. For man kan lagga upp egna
vyer och grejer och det &r relativt enkelt att skriva ut da. En sak som jag skulle kunna tanka
mig ar att fa annu battre stod och forstaelse kring de besluten. Lattare verblick dver vilka
initiativ som drivs och vilka beslut du har tagit for att genomfcra en strategi béattre. Alltsa
funktionsrelaterade ting. Sen vill jag ju séga att systemet inte ar.. du kan anvanda vilket
system som helst. ESM eller nagot annat. Det ar inte dar problemet ligger. Utan nu pratar jag
aven till mig sjalv att aven jag maste forbattra mitt strategiska fokus i mitt arbete. Jag far
liksom inte drunkna i att vara ute a jobba. Vilket jag tycker ar roligt. Att fa formanen att traffa
bade den ene och den andre. Jag maste anvand systemet till att hjalpa mig att utveckla affaren
pa ett satt da. Och det ar inte systemet. Utan det &r att &ndra mitt beteende ssom &r den viktiga
biten. Sen finns det ju massa smadetaljer i det. Men Gverskadligheten ar vl den stora grejen
da.

En av fordelarna med ESM 4ér att det fortfarande ar en rétt liten organisation sa har ju
kunderna en chans att paverka. Det finns ju nagot som heter experience co creation idag. Ett
management koncept, dar utifran kundernas experience sa utvecklar man sina produkter och
tjanster. Och jag sitter och undersoker hur vara killar i USA anvénder de har tankarna utan att
man tanker att man anvander dom. Det tycker inte jag, de finns ju ingen san har. Tar man, jag
har ju jobbat lite med SAPs sem och forsok att &ndra nagonting i det systemet. Dem &r alltfor
standardiserade. Det jag sett har &r att vi ju har varit outstanding pa marknaden. Men jag ar
nog inte ritt person att besvara den frigan. Utan det skall ni nog frdga en "riktig” kund da.
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Appendix 4 — Interview with Jonas Forsman, LFV

Jonas Forsman pratar fritt om organisationen

Vi har det som numera heter LFV, och sa har vi olika divisioner, jag tillnér nagot som kallas
for “flygtrafiktjinsten”. Var huvudsyssla dr att se till att det finns flygtrafikledning, alla
flygledare i hela Sverige ar anstdllda inom flygtrafiktjinsten. (Forsman ritar upp
organisationskartan pa tavlan med forkortningar om vilka underdivisioner som sitter vart). Vi
har ett antal har under ocksa, nagot som heter AER som inte sdger er sa mycket men dar sitter
flygledarna under tva stora centraler, en i Malmo och en i Stockholm. Och sen har vi alla som
jobbar i tornet, 36-28 torn, de sitter under ATA. Sen finns det ett affarsomrade som heter ASI
som &ger all infrastruktur, sjélva centralerna och tekniken osv. | princip kan man séga att i den
har sitter all personal och har skoter dem de stora systemen. Och sa finns det den divisionen
dar jag jobbar som heter ASD. Som é&r da support och utveckling, vi sitter pa kompetens som
hjalper alla tre affarsomraden samt staben i Stockholm. Vi pa ASD &r ungefar 220 pers,
medan de pa ASI bara ar 10 pers, s3 manga av oss som jobbar pa ASD jobbar mycket at
infrastruktur-agaren for de ar bara 10 pers, och sist sa & AER, dvs flygledarna cirka 150-200
personer. Sen har vi lite andra divisioner, Stockholm Arlanda, Bromma, och 6vriga (GBG,
Malmo, Karlstad mm). Men det ligger utanfor styrkortupplédgget som vi kommer att prata om
idag.

Vi rapporterar uppat och de har inte riktigt ssmma upplagg pa affarsplanen sa vi maste justera
lite dar for att passa ihop, men det &r ingen jattegrej. Vad vi ska prata om idag handlar i
princip bara om var division.

Vi hade tidigare styrkortet dar vi hade perspektiven i affarsplanen och planerade utifran det,
men vi hade inte den tydliga kopplingen mellan matten och initiativen som i sin tur var
kopplat till strategiarbetet. Man kan saga att i runda svangar ett ar sedan borjade vi jobba
ordentligt med BSC, da tog vi in Lennart fran BSCol som konsult, sa han var med hela vagen.
Han slutade for natt halvar sedan och da kom Karl-Fredrik och David in efter det. Men han
(Lennart) var med under hela processen nar vi borjade, och vi borjade fran grunden dar vi tog
fram styrkortet. Vi var atta stycken som satt i en skuggledningsgrupp som tog fram all
underlag i styrkortsarbetet, de strategiska malsattningarna mm, Sen synkade vi det med
ledningsgruppen. Arbetet forskick véldigt strukturerat &n vad vi hade gjort tidigare. Vi
kopplade tex matten med initiativen och malsattningen. Vi korde hela konceptet, hela
upplagget som Kaplan och Norton byggt upp, men hjalp av Lennart fran BSCol.

Men ni hade jobbat med BSC innan, ar det ratt?

Ja, uppldgget var enligt perspektiven for det balanserade styrkortet men vi hade inte kort det
fullt ut, det fanns aktiviteter under perspektiven men dalig koppling till initiativen, till
strategin. Och det var ju inte alls strukturerat sa som det &r nu. Vi har tagit det fyra nivaer till
kan man séga. | princip kan man séga att affarsplanen var upplagd enligt de fyra perspektiven
men sa mycket mer an sa var det inte. Sa det ar stor skillnad.

Vi jobbade inom den har skuggledningsgruppen fram till ungeféar januari for ett knappt ar
sedan och dar vi blev fardiga med en strategikarta som kopplades till aktivitetsmatt och
initiativ som var godkanda och anammad av divisionens ledningsgrupp, som ar dem som ska
jobba med det har. Och da upplostes i princip den har skuggledningsgruppen dar jag ingick
och sa togs det hela dver av ledningsgruppen. Jag blev sedan utsedd till OSM (officer of
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strategic management), strategikoordinator. Vi har strategiméten i snitt en gang i manad, dar
vi foljer upp hur det gar, och dar anvander vi verktyget (ESM). Sa jag haller i dem motena,
forbereder och ser till att folk fyller i sina poster. N&r vi bdrjade hade vi forsta strategimotet
nagon gang i februari, och sen ar det klart att i borjan blir det en insvangningsperiod fran da
man har en fardig karta tills man ar nojd med den helt och att det funkar fullt ut pa ungefar ett
ar. | borjan tog vi fram 40-50 initiativ till styrkortsarbetet, nar vi tog fram grundkartan, och da
blir man tvungen att flippa bort nagra av dem da de &r lite krystade och inte riktigt fungerar i
praktiken, ga inte att mata.

Nar borjade ni anvanda ESM?

Jag tror det var nagon gang i mars, april. Vi hade det halvt igang i maj och s& var den fullt
snurrandes i somras.

Sa designen av styrkorten gjordes mer eller mindre med papper och penna da?

Ja, det gjorde vi. Vi hade forvisso mallar som konsulterna hade med sig, och sen satt jag och
David tva dagar och forde 6ver allt det in i verktyget. Sa det ar klart att det blev lite extra jobb
men & andra sida sa gick det ganska fort, David var handig med att klippa och klistra, det var
ingen stor grej.

Vi kommer att gora sa med de affarsomraden som ar relevanta under, att vi anvander samma
upplagg och sa ska de anvanda verktyget pa samma vis.

Men man kan val sdga att ndgon gang i somras borjade vi anvanda verktyget fullt ut och det
vart ett lyft. Det som ar elegant med verktyget ar att det blir otroligt 6verskadligt nar vi sitter
pa motena att folja upp allt. Vi foljer ju upp de olika strategimalsattningarna och
fargmarkerar, gront, gult eller rétt. Man kan gd in och titta pa alla olika dimensioner.
Verktygets verkliga styrka ar att det blir valdigt dverskadligt nar man sitter pa moten. Det
marktes tyckte jag iaf tydligt att man lyfte sig strategiskt till en hogre dimension. Vi har nagra
i ledningsgruppen Men det spelar inge roll vilken typ av verktyg det handlar om for att det
skulle det behdvas oavsett verktyg. Men det som &r elegant &r att bar de for in det har sa
uppdateras det direkt i verktyget och man kan se det pa moteshilden. Det klart, det gar att gora
med Excel ocksa men det har &r i ndgon mening stromlinjeformat for att anvandas till det har.
Det blir kanske blir lite komplext med det har (ESM) men nar man val kommer in i det sa ar
det valdigt elegant. Det ger en valdigt bra 6verblicks maéjlighet. Man kan séga att vi har hallit
pa i princip ett ar och nu fungerar det véldigt bra.

ESM laggs da bara pa som ett lock 6ver databaser och dylikt?

Eee... nej inte riktigt. Man kan sakert ha det s men sa funkar det inte hos oss. Vi maste aktivt
ga in i det och fora in uppgifterna i verktyget. Det ga att koppla till andra administrativa
system, men det har inte vi gjort och vet inte om vi kan ens.

Finns det nagon malsattning att automatisera processen?

Dar det skulle vara relevant sa har vi inte de uppgifterna, de tas inte fram automatiskt. Tex sa

har vi rotavgifterna som flygplan betalar for att flyga i varan luftrum, och det raknas ju inte ut
automatiskt utan det &r ett manuellt forfarande bara det.
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Om vi vander pa det, vad ar de storsta svagheterna med ESM?

Dels ar det det jag sa att det & manga som maste in och grotta i det, men det &r ju inte
specifikt for det hir systemet som vi valt. Och sen é&r det....

Satte ni er och jamforde olika system innan upphandlingen eller var det naturligt att
valja ESM i och med samarbetet med BSCol?

Det far jag vall egentligen inte sdga, men man kan séga att det blev naturligt. Men naturligtvis
var det en offentlig upphandlig, men i runda svangar s, ja det blev naturligt. | och med att vi
hade kort deras upplagg sa ar det ju det har de kastar pa en, det var snarare en kostnadsfraga,
for att se om det va vart det. Pa divisionsniva tycker jag det var och ar bra, och det ger ganska
mycket extra tycker jag.

| ESM marknadsforning sa trycker de mycket pa att programmet ar on-demand och
online. Har det nagon betydelse for er?

Det ar ganska bra att man kan koppla upp sig hemma och pa flygplats mm, det ar ju smidigt
sa. Nu vet jag inte riktigt hur det funkar med IT-sakerheten, det &r iaf inga problem har.

Det ligger bakom era egna brandvaggar?

Eeee... nu vet jag inte riktigt hur det funkar, men det ligger pa servrar i USA, och det handlar
bara om att komma ut och komma in. Vi har inte upplevt det negativt pd nagot satt. Sa ja, jag
tycker att det har varit positivt, smidigt.

Det finns en sju olika fallgropar som bland anat Kaplan och Norton har identifierat. om
vi betar av dem en efter en s& kan du kommentera om du tycker att just ESM har hjalp
till alternativt inte hjalp till att undvika dess fallgropar.

Brist med engagemang fran Ledningen?

Det marks stor skillnad under strategimotena, det forbattrar forstdelsen och man ser
sammanhang pa ett mer dvergripande niva. Sen ar det klart att alla & Gverhangda med
administrativa system dar man ska tidsrapportering, fakturering, resor, semester mm sa det
finns en allman systemtrotthet sa det ar klar ett system till tynger lite grann. Men pa det stora
hela tycker jag att det har varit en positiv utveckling sedan vi fick till ESM. Det blir mer
strategisk, lattare med det strategiska resonemanget.

Hur manga ar ni som arbetar med ESM?

25- 26 personer

For fa involverade i projektet?

Det beror pa lite vad man menar med projektet, det &r ju 25 som aktivt ska ga in och fora in
uppgifter i systemet infor motena. Och dar ar det snarare for manga an for manga an for fa. |
det aktiva strategiarbetet, dar ar dem ungefar 10, och det ar val lagom. Sen maste man ju fora

ner det i organisationen och det haller vi pa att borja med nu.
Att det endast ar ledningen som anvander sig av ESM?
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Affarsomradena kommer ocksa att ha det sa smaningom och da ar tanken att de ska anvanda
sig av BSC pa motsvarande satt som ledningen gor idag. Det &r ju det vi haller pa att géra nu
da, att dra ner det en niva i organisationen. Plus att informera medarbetarna pa hur detta
funkar. Vi har dragit det har nagra ganger pa olika moten och sant for att de ska fa upp
Ogonen pa vad det hir dr... Vi ser det som en typ av parallellspar att informera arbetarna och
dra ner det i organisationen.

De som sitter och fyller i uppgifterna nu, ar det de som senare ska anvanda sig av ESM
(och BSC) vid en senare tidpunkt da eller?

Nej inte nodvéndigtvist, det kan vara lite vem som helst som fyller i uppgifterna idag.
Rotavgifterna har vi t.ex. en controller som sitter och raknar ut siffrorna, och det kommer de
att gora senare ocksa, sa det ar inte nddvandigtvis de som kommer att styra arbetet. En del av
de har manniskorna for ju bara in siffror som de arbetar med i sin dagliga verksamhet. Men
affarsomradescheferna  kommer att anvanda verktyget aktivt som styrning av sina
avdelningar.

Att BSC blir for inriktat pa siffror, system mm, och man tappar den strategiska
dimensionen. Kan det bli att BSC behandla som ett IT projekt?

Det finns en dimension av det du séager, for vi maste ju fa in alla dessa matt for att det ska
funka. Jag tycker ledningsmassigt sa ar det inget problem, problemet blir att fa de har 25-26
personerna att fora in alla uppgifter. Jag far lagga en hel del krut pa att se till att allt blir gjort,
men de som sitter i ledningen och ska ha hand om strategin, de k&nner inte av det dér, tyvarr
kan man sdaga. De kommer dock att behdva hjalpa till lite nu for att de som har hand om de
strategiska malsattningar, de som sitter i ledningsgruppen.. vi kommer att folja upp, sa att de
som ligger under respektive malséttning kommer vi att mata hur bra de ar att fylla i sina
uppgifter, sa att det blir lite ansvar pa malsattningsansvarige ocksa da, inte bar pa mig. Men i
princip sa ar det tva parallella spér dér ledningsgruppen faktiskt jobbar med strategin och jag
far pilla med att alla for in grejerna. Sa jag ser det inte som ett problem utifran den strategiska
ledningen.

For lang implementeringsfas for det balanserade styrkortet?

Vi drog igang i borjan pa september, sen var vi i princip fardiga i ndgon mening med ett
koncept i januari. Och da hade vi involverat ledningsgruppen i tva tillfallen, sa det tycker jag
inte var nagot problem, utan vi behévde en tiden for att fa fram valstrukturerat koncept helt
enkelt. Sa det var inget problem.

Vad anser du om de olika fargerna i ESM? (rod, gul & gron) fungerar de bra?

Ja det fungerar bra tycker jag. Det e ju klart att det blir en dialog déar, déar jag kanske har en
diskussion med dem som kanske ligger lite pa gransen eller sa dar vi diskuterar fram vilken
farg vi skall satta. Men det fungerar bra. Klart att det ar dverférenklat i ndgon mening. Men
jag tror att jag far ha en ganska sa stor dialog med de har manniskorna som for in dem héar pa
initiativ nivan da. Och jag forsoker vara nagon slags mall da jag ser ju allihopa dem har. Sa
det ser jag inte som nagot jatteproblem. Daremot sa var det ju ett problem. Det ar ju latt att det
“hénger” grejer da. Vi hade ju tagit fram en karta som 1 princip var ganska klar i borjan pé
januari. Men det fanns initiativ som inte var sa tydliga fortfarande. T.ex. matt som vi annu
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inte har och som vi skall ta fram och manga séna grejer har hangt med hela tiden. A dar
gjorde vi, eller jag gjorde en genomgang férra manaden infor det métet och gick igenom alla
initiativen och sa plockade vi bort en del som inte langre var relevant. Det ar latt att det bara
blir liggande initiativ som man inte gjort ndgonting at. For att man inte vet vad man menar
med det fran borjan. Och likadant med matten da att man tar fram ganska mycket sana har
“bra att ha” grejer da nar vi tog fram hela konceptet. Och sa visade det sig att vi inte kan mata
det har eller det ar skitsvart att mata for vi maste dra igdng monster stora enkater a
undersokningar. S& man maste nog efterhand & nar man hallit pa sa maste man frascha upp det
har da pa nagot vis ifran grunden. Det tror jag dr ganska sa viktigt. Annars sa blir det
hangande och da blir det lite otrovardigt till slut. Liksom man stéller sig fraga.. vad &r det har
initiativet och s kan man inte svara pé det till slut. Det finns ett antal sdna hdr som “hénger i
luften”. S att forsdka renodla det har efter hand och koncentrera a ta bort.

Det finns ingen sadan paminnelsefunktion i ESM som jag forstar det?

Nja det sker ju halv automatiskt da. Jag kan ju om jag vill bara trycka a skriva ett mail &
skicka ut och da gar det ut till alla. Att uppdatera nu fore det har datumet. Och sa klickar det
ivag till alla som &r berdrda d&. A det kan man kanske da lagga in automatiskt men vi har ju
valt att... motena ar ju lite sddar den 17 ena ménaden och 25 den andra manaden s& motena ar
ju inte en viss dag. Sa darfor gor vi det dar manuellt. Men det ar ju inget jatteproblem. Jag
behdver ju inte skriva ett mail till varenda kotte utan jag skriver ett mail som nar ut till alla.
Det ar ju dessutom lankar da till att t.ex. Kenneth héar borta da far ett mail dar han skall
uppdatera innan det har datumet och sa far han lankar da till sina initiativ. Sa det &r ju ganska
s& skont & da kommer han in direkt till dit ddr han skall skriva. A sé &r det ju d& for alla. Det
vette fanken hur det gar till men.. men det &r ganska sa bra. ©.

Kéanner du att det &r nagon funktion som du saknar i programmet?

Alltsa vad skulle man behéva mer.. Det vi hade ett tag var ju att man funderade pa ifall vi
skulle fa in.. vi fastnade ett tag pa alla initiativen da hur de gick & de var mycket rodmarkerat
och vissa var inte markerade alls & gick vi igenom sa att som jag sa infor forra motet sa gick
jag igenom alla initiativen ordentlig och sen sa kollade vi pd dem pa métet. Och da hade det
ju varit elegant om man hade ett GANT schema. Men det har dem ju nu i den hédr nya
versionen. Nu &r ju inte den s& dverskadlig, alltsd det gar ju att fixa pa ndgot vis men dar ser
man alla initiativen tidsmassigt och dessutom hur dem da .. vilken farg dem har. Sa att det var
ganska sd bra. Men det har dem ju redan fixat da. Sen ar det ju liksom. Det &r ju ratt sa
komplext kan man ju sdga. En del av dem har som inte &r sa fruktansvart IT vana kan kanske
komma bort sig i det dar lite grann for att man kan ga in a skriva via lite olika vagar & man
maste komma ihag a sétta ratt manad a sana har grejer da va. Sa det finns en del da. Jag mena
a dem sitter ju inte med det dagligen da va som jag. Jag sitter ju ganska sa ofta & pillar med
det. S& man lar ju kanna det efter ett tag. Men dem som sitter med det kanske en 5-10 min
varje manad sa kan det ju kanske bli lite snurrigt for dem ibland da,. Men det &r ju lite
komplext helt enkelt. Och det maste ju vara det.. men det funkar ganska sa smartfritt tycker

Jag.

Har systemet hjalpt till att fa med alla i organisationen i programmet eller ar det som du
sager kanske lite for komplext?

Det ar komplext i borjan nar man skall fora i grejer. Alltsa det KAN vara det. En del gor ju
det har utan problem. Sa det e klart att det har lite med IT vana att gora. Det ger ju en
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tydlighet nar man skall fora ut det i organisationen. Sa da kan man ju anvanda de har
oversiktsbilderna och det blir ju ganska sa bra nar man skall beratta om det da. Sa ifall man
har ett foredrag for nan avdelning hér da sa kan man lagga upp det har da sa kan man ju ga in
och titta hur det ser ut. S& pa sé vis ar det bra. Ger en bra 6versiktsbild d& va. A sen &r det ju
inte heller sa att alla medarbetare &r inne och pillar i verktyget. Utan da &ar det ju
oversiktsbilderna i sa fall. Och dar har vi inte bestamt hur vi skall géra. Nu kan ju inte. Det ar
ju bara dem som skall féra in grejer som kommer in i systemet som det ser ut idag.

Och ledningsgrupperna anvéander det bara i sina moten och sant?

Ja de skall ju naturligtvis ocksa fora in uppgifter. Men annars sa anvander vi ju det dar och det
har vi ju ocksa d4 identifierat som en framgangsfaktor. Atminstone for oss di det finns... det
ar latt att man har det har for strategimdtena som vi har en gang i mananden da. Sen sa ligger
det dar fast. Och sa pratar man om massa saker pa de har métena da som dem har emellan. De
har ju moten varje vecka i ledningsgruppen dar dem visst pratar strategiska fragor ocksa. Sa vi
har ju sagt att vi maste fa allt som man da identifierar eller gor initiativ eller sant har da maste
in i verktyget sa att det inte ligger a skvalpar saker vid sidan om. Det kdnde man liksom i
varas att det var, man borjade diskutera massa viktiga fragor och sa fanns inte det med har.
Och da riskerar man ju att sidsteppa hela det har konceptet. Sa det var vél ganska sa viktigt
och da har vi forsokt att klamma in allting i det har. Sa det inte skall vara nagot som finns vid
sidan av vid strategiska fragor och initiativ. Och sen.. Jag tror inte medarbetarna att alla skall
ga in och pilla i det har. Utan man kan anvanda det da nar man for ut och skickar ut en bild av
hur det ser ut just nu till alla medarbetare. Men vi har nog inte tankt anvanda det sa att alla
skall ga in och titta hur det ser ut. Men det &r klart att det gar.

Hur &r planen sen da nar ni skall fora det ner i organisationen da?

Vi har ju da hallit pa divisionsniva har vi haft det i ett ar da. Och i princip alla de har tre ASI
ar ju fa manniskor d&ven om dem sitter pA mycket pengar da sa att sdga. De sitter ju pa
systemen. Sa de hanterar ju mycket av divisionens budget pa ett sétt da va. Men vi far se hur
vi gor med dem da va. Men de andra tre har ett hyfsat fardigt koncept med ett styrkort med
strategiska malsattningar och initiativ och matt da. Sa inom de niarmsta manaderna/forsta
kvartalet nasta ar da forsoka fa in sa att man lyfter in deras grejer i verktyget da. Och att dem
da borjar kora pa sin niva. Motsvarande som vi gor pa divisionsniva a sen forsoka koppla ihop
de har i ocksa. En aktivitet som vi maste fa till dd. AIRs grejer som &r relevanta for
divisionen att det da automatiskt uppdateras i det hér . sa i det forsta kvartalet sa tror jag att vi
skall ha uppgifterna inne och att de skall borja kora da utifran samma niva.

Hur ofta far ni hjalp ifran BSC i ert arbete?

Vi korde ju en svang ordentligt da i varas nar vi la in alltid i systemet och sen har vi val, efter
det har vi vél i princip mest haft nagot tillfalle dar de kom hit & snackade nar vi skulle dra ner
det pa affarsnivan da va infor nagra veckor sedan. Sen sa far ju dem.. David da komma antar
jag med affars omradena och koéra samma kor och utbilda dem som da blir strategi
koordinatorer dér. Precis s& som han gjorde med mig d&. A sen har val dem varit hdr och
snackat lite grann om hur vi skall vidareutveckla det har sa dar. Annars sa har vi ju inte
direkt.. det var ju natt eller nagra tekniska grejer som vi har fragor dver. Ut6ver det sa har det
ju inte varit sarskilt mycket.
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Det kan kanske ses som ett tecken pa att det ar ganska sa lattskott da.
Ja absolut.
Har du nagon aning ifall ni anvander samtliga funktioner i programmet?

Njaa det gor vi sakert kanske inte.. huum. Det finns sakert funktioner som vi inte anvénder.
Men det jag tror att vi kommer att anvanda oss utav ar det har GANT schemat. Att fa upp den
har kartan 6ver initiativen da.

Om du ser rent dversiktsmassigt. Vilken betydelse tror du att det har systemet har haft?

Framforallt sa tror jag / tycker jag att det har forenklat precis som jag sa da att mojligheten att
kunna anlagga en strategisk niva pa det. Det ger en bra bild ur helheten om man fokuserar pa
det da. A lagger upp grund kartan. Och det har vi ju sett d& tycker jag att man ser. Vi har ju
gjort san har sjalvevaluering efter varje mote. Dar vi liksom poangsétter oss sjdlva pa hur
duktiga vi ar pa att halla strategisk niva. Och hur forberedda vi ar och sadar. Och det tycker
jag har blivit en markant skillnad efter att vi borjade anvanda verktyget just vad det galler
strategisk niva och sadar da. Sa att det har varit positivt. Klon i det hela tycker jag att det ger
en véldigt bra odversiktshild. Kommunikationen har dkat valdigt kan man saga. Man skall ju
komma ihag att det ar ju bara ett verktyg och det ar ju faktiskt jobbet , det man gor och
diskuterar som é&r det viktiga. Vi har ju 3000 miljoner verktyg. En del fungerar bra en del
fungerar mindre bra. Men det &r ju faktiskt det som man gor som &r det viktiga. En del kan ju
ha en tendens att fastna precis som ni pratade om tidigare,. Att fastna i ett IT verktyg a att det
blir det all omraden da liksom. Att det finns ett egenvéarde i sjalva verktyget, och det gor det ju
inte. Det ar ju vad man far ut av den.

Att man hyr in oerfarna konsulter ar en annan fraga.

Ja vi fick ju hjélp utav Lennart pd BSC fran bérjan da och han var ju verkligen super. Han var
jatteduktig och hjélpte oss massor. Han var skitduktig verkligen da nar vi korde igang
grundkonceptet da. Sa det var bra att man var valdigt bra dd. Det hade nog absolut varit en
sadan fallgrop att en oerfaren eller en som inte kunde séatta sig in i verkligheten sa pass fort da
va. Och det var ju ocksa ett &ven om inte han kunde det har utan och innan sd hade han
valdigt latt for att satta sig in i vad det handlade om da va. Och det var ju ganska viktigt for att
det skulle bli styrsel och trovardighet pa det da.. sa det var ju riktigt bra.
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Appendix 5 — Interview with Monica Niemi, Folkhalsan

Monica Niemi forklarar sjalv lite om organisationen och BSC arbetet

Vi startade upp i bdrjan av 2005, dock blev vi tvungna att ta lite time out... men om vi forst
ska ta lite om organisationen, for det ar dar den stora utmaningen ligger. Vi har namligen tre
stora omraden, halsoframjande delen (folkhélsans forbund, organisationens grund) och sa har
vi service produktion (som ar den ljusblaa delen, som &r ett non-profit bolag) och sist sa har vi
forsningsbolag déar vi ha ca 160 forskare. Vi startade egentligen en 6vergripande
verksamhetsutveckling 2003 dar vi borjade jobba systematiskt med dem hér grejorna. Det ar
jatteviktigt att hogsta ledningen som ska fungera som en styrgrupp for utvecklingen. Innan vi
gick over till BSC hade vi ett ramverk for hela verksamhetsutvecklingen, ledarskap ocksa
vissa handbdcker som vi har inom vara sektorer foljde den Europeiska modellen for
verksamhetsutveckling, den ska E?QM (nanting quality management) Modellen, vet inte om
ni kanner till den? Precis. Sa den ligger som grund. Den principen vi har haft hela tiden ar att
vi tar till oss modeller och ramverk men vi maste anvanda det pa vart eget sétt, utifran vara
egna behov. Den langsiktiga verksamhetsplaneringen, langsiktiga strategiska planeringen och
sen uppféljningen &r alla viktiga delar i modellen. Sen gick vi vidare och kom in i BSC som
blev en utmaning att genomfdra i en non-profit organisation. Jag har sjalv studerat i USA,
men det var inte under den tiden jag egentligen kom i kontakt med Kaplan och Norton, utan
det var egentligen 2004 nar jag rakade vara pa en foreldsning pa Harvard varav han (Kaplan
alt Norton) forelaste om BSC i non-profit organisation. Och da tankte jag att det kanske inte
ar omojligt att infora det hos oss heller. Sa den forsta presentationen for hogsta ledningen om
BSC var da 2004. 2005 startade vi upp arbetet med en annan konsult (ej BSCol), men vi blev
tvungna att ta en time out (varfor... ?). 2005 i Maj kontaktade jag Kaplan, via mail, dér jag
berattade om organisationen och vilka problem vi haft, jag fick svar inom tva timmar dar han
tipsade om att de har en bransch i Sverige som da ar BSCol som skulle vara ganska duktiga
inom det omradet, vilket sedan resulterade i att jag kontaktade Karl-Fredrik Hellgegren. Jag
tyckte att de startade arbetet hos oss valdigt bra. De borjade med en tvatimmars intervju med
vara ledningsmedlemmar, nagot som var valdig bra. Vi startade upp med nagot seminarium
med BSCol under 2005, och 2006 jobbade vi vidare genom att anvanda oss mycket av Power
Point och Excel. Sedan nar man kommer en liten bit pa vag, markte vi att vi behovde nagot
lite starkare instrument, sa i borjan pa 2007 borjade vi anvanda oss av ESM.

Vilka tycker du ar de storsta skillnaderna mellan att anvanda sig av Excel och
Powerpoint, och ESM, varfor sag ni att ni behévde anvanda er av ett nytt program?

”det ar ju det har, det dr ju det pa natt sétt att, att pa det hér, vad ska jag sdga”, fa det har
materialet samlat pa ett stélle. Jag hade byggt upp en gemensam fil pa databasen, men att fa in
materialet pa ett smidigt satt i ett system, det tycker jag &r en viktig del, ndgot som inte
fungerade sarskilt bra innan. Och ocksa kanske att det dr ett webb-baserat system sa ar det
lattillganglig oavsett vart man befinner sig, ndgot som ocksa ar en viktig del. Jag vill ocksa
poangtera att det maste vara ett enkelt system, det kanske ocksa &r det storsta utmaningen hos
oss, att f anvandarna att beharska programmet sa att de kan gora det de ska gora. Vi har delat
upp det eller organiserat upp det centralt sa att jag fungerar som nagon slags
strategikoordinator och pa sa sétt ar jag val VDs hogra hand nér det galler att lagg upp saker
pa agendan, sedan har vi i ute i organisationen kontaktpersoner som pa sammas séatt fungerar
som VDs hogra hand nar de ska jobba vidare pa sina egna enheter. Ansvarsfordelningen ar en
jatteviktigt sak.
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Hur fungerar ESM idag, har ni kopplat programmet till era databaser?

Det dar, det 4n inte sa automatiserat, sa det ar vissa saker som man maste skriva in for hand.
Men det som ar latt ar att man kan satt in som bilagor, man bygger tabeller och sa, och det &r
uppbyggnadsskedet som &r det jobbiga, dér har vi ganska mycket at géra. Men nar man val
har byggt upp grafen sa ar det bara att byta ut lite manadssiffror, sa det ar en forhallandevis
liten grej. Plus att om man behdver lagga in lite bilagor sa gar det. Det kan man lagga in i
dokumentbiblioteket i samma system nagot vi tycker ar smidigt och bra.

Sa om jag forstar det ratt sa ar det lite automatiserad och lite manuellt arbete?

Precis, sa upplever jag det. Vi har ocksa gjort pa det sattet att nar vi kom Gverens om att nar vi
byggde kartan och kompass sa betyder det att i var organisation att i organisationsnivan har vi
en karta och det hdr bekombliga... i varje bolag i den hir hilsofrimjande delen och i
forskningen och stodfunktionerna, men sen langre ut i organisationen sa har vi gatt ut med det
att varje liten enhet inte ska ha en karta utan dar finns bara stodmaterial for enhetlig
verksamhetsplanering pa lang sikt, som &r kopplad till just det bolagets karta. Vi har byggt
upp det pa det viset for att var organisation &r inte ett databolag och vara medarbetare &r inga
datamanniskor som kan hantera komplicerade program. Sa gér man det fér invecklat sa sagar
man sina egna ben.

Men du upplever att programmet fortfarande ar relativt enkelt da eller?

Ja, visst tycker jag det. Det ar forstas det har upp starten just, och jag kan ju saga att
ledningsgruppen, att den som &r uppféljningsansvarig i ledningsgruppen borde ga in en gang i
veckan i systemet, for sen nar den manadsvisa uppdateringen ska ske pa de handlingsplaner
som ska féljas upp behdvs det ganska mycket hjalp, nagot man inte riktigt har tagit till sig hos
oss, att det ska fungera sa som vi har kommit Gverens. Men det ar en annan sak forstas. Det
handlar egentligen om ett helt nytt arbetssatt, kanske lite att ledningsgruppen har jobbat pa ett
visst satt, dar man har lyft mycket operativa saker pa ledningsgruppens agenda, nu forsoker vi
andra det till att fokusera pa den strategiska uppféljningen istéllet. Det &r litet att vanda pa
hjulet, och det &r en stor fordndringsprocess.

Nar anvéands programmet mest? Ar det under ledningsmétena eller under dvriga
arbetet ocksa?

Vi har gjort det pa det séttet att den som &r i ledningsgruppen &r uppféljningsansvarig, sen
finns det rapportdrer, matare och handlingsplaner i 6vriga organisationen. Jag har gjort upp en
arsklocka pa hur uppfoljningen ska ske, sa det betyder att rapportoren och kanske de har
kontaktpersonerna jag namnde tidigare, de jobbar daremellan ocksa ganska mycket med det
har. Men nar det galler uppfoljningsansvarige i ledningsgruppen sa handlar det om att vi har
kommit Gverens om att materialet ska vara insatt en vecka innan ledningsgruppsmaotet, dar
analys, och forslag och kommentarer ska inga. Sa det ar framst en gang i manaden som
ledningsgruppen har kontakt med systemet medan kontaktpersoner och rapportérerna har mer
systemkontakt under manadens gang. Och sen sa anvéands systemet under ledningsgruppens
mote dar vi gar igenom matningarna och de olika handlingsplaner som vi ska ga igenom och
skriver in beslut.

Om du skulle fritt fa valja bland programmets styrkor, vad skulle du saga var
programmets starkaste sidor?
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Jag skulle séga.. .hmm.. jag &r ju ingen dataexpert direkt, men en styrka &r att nar man val lar
sig programmet sa ar den valdigt smidig och latt att anvanda. Sedan att man far det strategiska
data samlad i ett system vilket &r valdigt bra.

Om vi vander pa det.. svagheter. Vad dnskar du mer, vad skulle programmet mer
kunna gora for att forenkla arbetet?

Det har att man kan ga in och gora saker via olika menyer kan strula till det. Béttre vore om
man kunde ga in via ett stalle och gora allt. Nu blir det lite komplicerat d& man kan ga in via
rapporteringscenter och gora en sak, via designcenter ocksa och via motesvy ocksa och gora
samma sak. Blir latt forvirrande. Att bara ga in via designcenter vore kanske béttre, da vet
man att natt har andrats.

Anvander ni samtliga funktioner som programmet erbjuder?

Nja... det tror jag inte. Arigt talat s& maste jag sdga att jag inte kan allt. Varje gang vi triffas
med BSCol &r det en massa saker som sétter myror i skallen pa en. Sa nej det gor vi nog inte.
Vi har mycket att lara. Forhoppningsvis, nar vi kommer langre i arbetet sa ska allt sant
praktiskt 16sa sig. Det ar viktigt att inte ta allt pa en gang. Men Klart, det r sa an en gang, att
om det handlar om en datafirma sa hanterar de sana har mer avancerade program battre an
0sS.

Som det ser ut idag, anvander hela organisationen BSC? (och da aven ESM)

Manga mellanchefer fungerar som rapportorer i systemet, men man kan nog inte saga att det
fungerar anda ut. Vi har ocksa tankt sa att systemet inte heller ska fungera éanda ut, utan att det
ska mera vara en koppling mellan en verksamhetsplanering och systemet. ESM ér i detta
skede ett system for ledningsgruppen, hos oss, frdmst iaf.

Men det finns en malsattning att fora ner det i organisationen?

Ja, det finns en malsattning att olika personer ska fungera som rapportérer, men inte kanske
pa det sétter att vi nu har barnhem, dlderomsorg, forskning, mm. Var ambition &r inte att varje
liten enhet ska vara inne i systemet, utan var ambition &r att den hér strategin och den
langsikta malsattningarna ska kommuniceras ut av ledningen sa tydligt sa att manniskorna pa
den lilla enheten forstar den langsiktiga verksamhetsplanen som ocksa baserar sig pa att de
utgar fran de olika perspektiven. Sa att man ser kopplingen men att man inte ska jobba i
systemet sjalv. FRAM TILL 18.55

Anvander ni samtliga funktioner som programmet erbjuder?

N4 det tror jag inte. Arligt talat sa far jag nog saga att jag annu inte kan allt. Varje gang vi
traffas med karl- fredrik sa finns det en massa saker som vi satter oss ner och gar igenom. Sa
vi har nog fortfarande mycket att lara. Men kommer vi bara lite langre fram sa.. men det ar
ocksa viktigt att inte ta alltid pa en gang. Det ar sakert lite annorlunda ifall det galler ett
dataféretag med en massa system och sadant dar. Da &r det annat.

Som det ser ut idag sa anvander hela organisationen ESM? Inte bara ledningsgruppen?

Pa det sattet jo. manga av dessa mellanchefer fungerar som rapportérer och de arbetar som
just rapportorer i systemet. Men att man inte kan saga att det fungerar anda ut. Vi har ju tankt
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0ss att systemet inte skall i det har skedet inte fungera hela vagen ut, utan mera denna
koppling mellan en langsiktlig verksamhetsplanering och sedan det har systemet. Det ar ett
system for ledningsgruppen hos oss framst.

Men det finns en malséattning med att fora ner det till hela organisationen?

Ja pa det sattet finns det en malsattning att olika personer skall fungerar som rapportorer. Men
inte pa det sattet att vi, om vi ser det pa detta séttet. Att vi har dagvard och barnhem vi har
aldreomsorg forskning a genetiska avdelningar. Sa varan ambition &r inte att varje liten enhet
skall vara inne i detta system. Utan var ambition med det har r att den hér strategin och de
har langsiktliga malsattningarna skall kommuniceras ut av ledningen sa tydligt att de
manniskorna dar ute pa en liten enhet forstar att nar dem gor sin langsiktliga verksamhetsplan
som ocksa baserar sig pa det hér att gora det fran de hér perspektiven som finns i BSC. Sa ser
man den har kopplingen men att man ute i en liten enhet skall anvanda sig av det hér
systemet. Den ambitionen har vi inte.

Anser du att ESM kan foérbattra/hjélpa till de vanligaste fallgroparna inom BSC?
A. Brist pa engagemang fran ledningen?

Jag tror definitivt att engagemanget har forandrats nar man bérjar forsta att den har
BSC modellen kan hjélpa oss att bli mer fokuserade pa strategin. Och sen att man tar i
bruk det har systemet sa tror jag nog/ definitivt att det har 6kat engagemanget. Men
som jag sa tidigare sa tror jag ocksa att de har cheferna som skall anvanda systemet
annu inte riktigt har lart sig att anvanda det fullt ut. Den tekniska biten for att
verkligen se den har stora nyttan av systemet.
Sker det nagon utbildning av systemet?
Ja det borjade vi med redan i borjan av 2007 och T.ex. senaste motet sa borjar alltid
ledningsmotet med att vi tittar pa tidigare initiativ och sadant som vi lagt in i systemet.
D4 visade det sig att det var ménga som inte visste hur de skulle géra. A de kunde inte
det har systemet. Sa nu kommer vi att ha pa det sattet en ny uthildning och ga igenom
den har person for person i den hogsta ledningen sa att man skall lara sig det har
battre.
Under ledningsmétena sa anvands det har som en 6versiktbild da?
Ja precis. Borjar egentligen med kartan och aktiviteterna. A sen féljer man upp
handlingsplaner och sadar. Men nu i bérjan sa tittar vi mycket pa helheten men dven in
i detalj pa de initiativ som ar rodmarkerade ocksa.

B. Behandlar BSC som ett IT projekt istallet for ett management projekt?
Nej definitivt inte och det ar kanske dar jag sa fel forut. Att det inte beror pa det att
systemet ar invecklat utan det beror egentligen pa att varje ansvarsperson som skall ta
sig den har tiden och ga in och jobba med det har. Sa dven om systemet &r enkelt sa
om man inte tar sig den tiden och gar in och sjélv jobbar med det sa blir det liksom ens
egens verktyg. Utan mer att varje person verkligen maste ta sig den hér tiden och
ocksa da med hjélp av den kontakt personen man har pa varje avdelning sa att man far
hjalp med det hér.
Den skillnaden jag ser i ledningsgruppen ar att det &r sa hemskt mycket saker att fa
igang och dar det har systemet ocksa borde hjalpa BSC é&r ju det har att vélja att kunna
valja bort ndgonting. Det kan ju handa att nar vi har att utveckla vissa malséttningar
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som vi skall folja upp sa kanske man inte kan halla pa med allt det har andra som man
tidigare gjort. Och det har kan ju da vara lite svart.

C. Vilken effekt tror du att det har systemet kommer att ha for eran verksamhet?
Jag tror definitivt att det har kommer att bli/leda till det att ledningsarbetet blir en
effektivare process. En effektivare ledningsprocess och man kommer langre. Jag tror
definitivt att man kommer ha en storre fokus pa strategin. Och ha lattare med
kommunikationen att kommunicera ut det hela. Och detta ar ju helt avgérande. Och
det tycker jag att vi borde kunna gora mycket battre &n vad vi gor idag. Det &r ju det
som ar det viktigaste.

Detta tror du inte att du kan fa ut med hjalp av T.ex. Exel eller powerpoint?

Jag tror definitivt att det ar lattare med ESM. Jag sager inte att det inte gar med Excel
a pp. Men det ar definitivt lattare med ESM. Det problemet som blev med Excel var
att det blev sa manga olika versioner av olika saker. Att halla reda pa allt det har. | det
har systemet sa ar det sa hemskt mycket lattare med det har att halla reda pa saker och
ting. Att halla reda pa materialet. Detta ar en jatteviktig punkt. Men sen dar har med
kommunikation och det har med att man sen har systemet eller inte sa ar det
avgorande om att den som driver den har BSC och ESM delen. Att verkligen halla det
med ett jarngrepp for att det skall fungera. Och att sen alla skoter sitt jobb. Att man
kan kommunicera ut det pa enheten och att man dar forstar. Att man forstar att ute pa
min vardavdelning eller liknande sa forstar man att det ar kopplat till det stora hela.
(strategin).

D. Ni kanner inte att ni ar for beroende av konsultations hjalp? Kan ni arbeta
sjalvstandigt med det?

Genom hela verksamhetsutvecklingen sé har vi valdigt mycket gatt in for det har att
vara sjalvstandiga och att gora det till vara egna saker. Sa vi har ju haft hjélp vid initial
skedet. Men dar efter sa har vi arbetat sjalvstadning och forsokt klara oss sa bra som
mojligt. Sjalvklart har man ju haft nagra fragor emellanat och ibland far fraga. Men
med BSC och ledningsprocessen sa klarar vi oss valdigt bra tror jag nog. Vi har
faktiskt den principen att vi tar in konsulterna nér vi behéver men det ar anda viktigt
att det dr ’var” grej och att vi gor det pa vart eget sitt.

All information hamnar pa servrar i USA. Hur kénner du/ni infor det?

Dér tog vi mycket hjalp av var egna IT chef och det var nagot som vi diskuterade valdigt
mycket fran borjan. Men dar litar vi valdigt pa var IT chef och det borde nog vara helt oke;j.
Dar litar vi pa vara interna IT experter. Och det var nagot av de viktigaste nar vi tog beslut om
att ta i bruk det har. Den sidan med sékerhet.
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