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Abstract	  
This study aims to contribute to the understanding of how existing theories of strategy and 
strategic changes may be applied in a real-world Balanced Scorecard (BSC) context. In other 
words, how a strategy is connected to an existing BSC in a real-world setting. What makes 
this study interesting and relevant is the current turbulent state of the worldwide economy that 
is likely to lead to strategic adjustments and changes to a larger extent, which should be 
reflected in a strategic tool such as the BSC. 
 
In order for a change to be implemented it must be known and understood by those who are 
expected to perform the change. The ones expected to implement a change should know about 
it to actually be able act out on a possible connection between the strategy and the BSC. To 
deeply understand how strategy and strategic changes are reflected in the BSC should thereby 
entail how strategic changes are uttered in the BSC as well as how well they are 
communicated to all relevant levels of the company. That implies finding whether the BSC is 
actually used, in a real-world setting, as the strategic communication tool that it has been 
occasionally named and how that would occur. 
 
The study departures from existing strategy- and BSC theory to then contribute with a real life 
application of them. The method used to fulfill this purpose is by deeply interviewing relevant 
respondents at Nordea familiar and active within the subjects of strategy and the BSC. The 
study will reveal a result that is analytically, but not statistically generalisable to other similar 
contexts, all in accordance to the qualitative research strategy that this study holds. Multiple 
cases, in form of different units or divisions all in different hierarchical levels of Nordea, have 
been studied in isolation and comparison. One true reality has not been sought for, but rather 
the contribution of each case to the real-life context. 
 
It was found that a strategic change should, to a great extent, be implemented through 
addressing behaviors. Using Key Performance Indicators (KPI) in the BSC could demonstrate 
both how certain activities should be prioritized and what level of performance should be 
expected. Further, KPI’s can easily be adjusted to the specific role of an employee and even 
be broken down to an individual level, which make every change relevant and thereby more 
likely to be fulfilled. Further, they can be adjusted and implemented at any hierarchical level. 
Consequently, by using KPI’s to address a coveted behaviour and to consistently monitoring 
and reviewing the process, strategy and strategic changes can be implemented in a flexible, 
relevant and active manner to ascertain that the best conditions are provided for both seeing 
and implementing strategic changes through the BSC. 
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1.	  Introduction	  
In the introductory chapter the readers will be guided through a background study of the 
subjects that will be relevant throughout the rest of the research. The chapter will end up in 
formulating a research problem and defining what the overall purpose with the study is. 
 

1.1 Background 
The marketplace has in the past experienced major changes. Competition has increased and 
the market in general has shifted from the industrial era to focus on the employees and 
acquiring a deeper understanding of the customers. Strategies aiming for merely financial 
goals are no longer enough. Many have seen that unique value must be offered, often based 
on service, knowledge and innovation (Kaplan & Norton, 2004a, p.4; Shaikh, 2004; Walker & 
MacDonald, 2001). Competitive advantages are to a greater extent found in differentiation, 
innovation and value creation where the primary source is the talent, knowledge and 
competence within the organization (Walker & MacDonald, 2001). Further, the market is 
today more changeable then it has been in the past inevitably meaning that companies have to 
adapt their strategic focus according to those changes. 
 

1.1.1	  Strategy	  is	  gaining	  attention	  
The concept strategy does not have a very old history in the business context and was 
originally introduced as the ability to use the company resources to reach the company goals. 
Strategy is often seen as an interlinked pattern of behaviors; it can be seen as a question of 
how to go about and is usually closely related to goals and visions (Bengtsson & Skärvad, 
2001, p. 11).  
 
Many business scholars (see for example Kotter & Cohen, 2002; Franken, Edwards & 
Lambert, 2009; Brown & Eisenhardt, 1997; Bengtsson & Skärvad, 2001; Melander and 
Nordqvist, 2008) have experienced that a greater emphasis should be placed on strategy, 
strategic management and strategic change. ”It is becoming more critical to organizations’ 
long-term success to excel at strategy execution” (Franken et al., 2009, p. 49). In my point, 
and in many other researchers’ points as mentioned above, the interest in the employees and 
activities building the company, rather than only seeing the financial results, has grown due to 
or thanks to increasing competition on the market in general. This has lead to a need to 
manage the company differently with a strategic focus on several operational and "soft" 
angles in addition to the "hard" financial view. Different concepts and tools have been 
developed through the years reflecting those changes in strategic focus. Such "new" concepts 
are Intellectual Capital, the Balanced Scorecard, Human Resource Accounting, the Skandia 
NavigatorTM, and Activity Based Costing etc. Common among such more recent 
developments is that they consider more than just financial ratios and often includes focus on 
the staff, customers and skills (often called soft factors or intangible assets) (Bengtsson & 
Skärvad, 2001, pp. 124-125; Shaikh, 2004; Johanson & Skoog, 2007). 
 
Two people of many to acknowledge this need are Robert Kaplan and David Norton that 
developed the Balanced Scorecard. It became popular in the Nordic countries in the end of the 
1990’s (Kald & Nilsson, 2000) and is one of similar concepts that has won the widest spread 
both internationally and in Sweden (Johanson & Skoog, 2007, p. 18, 52). 
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1.1.2	  The	  Balanced	  Scorecard	  was	  borne	  and	  reinvented	  
The Balanced Scorecard (from now on referred to as BSC) was developed as a performance 
measurement tool seeing the company from four main perspectives. It was first introduced in 
1992, but soon further developed and reintroduced in 1996, then with a stronger strategic 
focus. 
 
The most important feature of the BSC is that it should reflect a chain of interconnected 
activities and reactions based on the specific business strategy. This chain should reveal both 
leading and lagging indicators and measure short-term and long-term outcomes. In other 
words the BSC should reflect how activities and decisions in the past, the present and the 
future leads to fulfilling the strategic goals in the short- and long-term. It should contain key 
success factors from the very beginning of the chain of events starting with learning and 
developments within the company, through the internal processes and finally to the 
satisfaction of customers and financial results. 
 
It has also been said that the BSC can be seen as a tool to communicate the strategy across the 
organization (Kaplan & Norton, 1999, p. 5); when implementing the BSC there is a natural 
dialogue regarding the strategy and what activities are of critical importance. Kald and 
Nilsson (2000) argue, agreeing with Kaplan and Norton’s idea, that a company implementing 
the BSC should identify those areas for monitoring which are particularly important for the 
successful implementation of strategy – the so called critical success factors. The critical 
success factors are lifted to the surface in a simple and understandable way, which increases 
the understanding of what should be done in the daily work and thereby hopefully increases 
the motivation among workers. It is easier to understand how an operating activity contributes 
to the overall strategic goal when the whole chain of events from the beginning to the end is 
displayed, rather than just a financial ratio revealing where the company wants to end up. 
They further argue that ”non-financial measures are directly relevant to actual operations, so 
that operating personnel find it easier to put their own work situation in a strategic context” 
(Kald & Nilsson, 2000, p. 114).  
 
A prerequisite to be able to work against a common strategic goal is that the goal and the 
means to get there are known among the participants (Kaplan & Norton, 1999, p. 190). The 
BSC and the critical success factors it identifies are affecting all levels of the company 
implying that knowledge about the BSC should exist on all levels. The starting point of 
making those factors known throughout the organization is communication. Kaplan and 
Norton (1999, p. 182) have found in studying a number of companies using the BSC that the 
further down in the organizational hierarchy you look the weaker is the connection of daily 
procedures, individual and business unit goals to the overall strategic goal. The ideal should 
be that everyone within the organization understands the strategy and how he or she can 
contribute through certain identified activities. Ultimately, everyone’s understanding and 
knowledge is a necessity to be able to implement the strategy (Kaplan & Norton, 1999, p. 
187-188). 
 
With the fact in mind that the market is now more changeable than before and the fact that the 
last few years have been haunted by a worldwide economic crisis, businesses change how 
they work and where they are directing their resources; strategies are now about to be 
adjusted and reassessed in many companies. Used properly, a strategic communication tool 
such as the BSC could be a useful tool both to identify what changes are needed and to 
implement such strategic changes. Although, that requires that the BSC is updated as the 
strategy is. As mentioned earlier, the fundament of the BSC should be the strategy and since 
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neither the BSC nor the strategy is static, but rather something changeable (Melander & 
Nordqvist, 2008, p.18-19) the BSC should be adjusted as the strategy is updated (Kaplan & 
Norton, 1999, p. 53-54). Furthermore, to gain awareness among the people expected to 
actually implement such strategic changes it is important to clearly communicate them. 
 
 

1.2 Research problem 
In days like this when the market in general is shaky and some companies have to go to their 
extremes to survive, strategies are about to change focus. Although, it is not enough to change 
strategy if the changes are not implemented; a company using the BSC as a strategic 
communication tool should make sure to take advantage of it and make sure that also strategic 
changes are visible in an adjusted BSC. Further, it should be ensured that changes, as well as 
the original strategy, are communicated and visible to users on all levels of the company. This 
study is about to contribute to the understanding of whether Balanced Scorecards are strongly 
connected to strategy in the real-world setting. More specifically: how are strategy and 
strategic changes reflected in the Balanced Scorecard? 
 
 

1.3 Purpose 
A general understanding of the BSC is that it should be based on strategy. The purpose of this 
study will be set on the connection between an existing BSC and the strategy that it should be 
based upon. What makes this study even more interesting and relevant is the current state of 
the worldwide economy. My conviction when going into this research is that strategists are 
kept unusually busy with adjusting strategies in companies all over today’s turbulent 
marketplace. Furthermore, that a change is more efficient when it is initiated and introduced 
through communication in all directions and to all levels of the company. The research 
problem is to find how strategy and strategic changes are reflected in the Balanced Scorecard 
with the purpose to contribute to the understanding of how existing theories of strategy and 
strategic changes may be applied in a real-world BSC context. By finding how changes are 
reflected in the BSC should also entail how well they are communicated and visualized or 
demonstrated. In turn, that implies finding whether the BSC is actually used, in a real-world 
setting, as the strategic communication tool that it has been occasionally named; meaning that 
a change in the strategy should be directly reflected in the BSC if the strategy is strongly 
connected to it. Further, such changes have to be communicated to all levels of the company, 
since the ones expected to implement a change should know about it and to actually act out on 
the connection. 
 
To unfold the main purpose of this study, that is to contribute to the understanding of the 
actual connection between strategy and the BSC, it has been divided into the following two 
parts: 

• How developments and adjustments in the strategy are actually reflected in the 
scorecard. 

• How well changes and updates are actually shown and communicated to different 
levels of the company. 
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2.	  Literature	  review	  
The outline of the Literature review chapter aims to frame the many differing theoretical 
views and ideas of strategy as a concept. Different views of and approaches to strategy and 
strategic changes will be enlightened. This will be followed by a theoretic review of the BSC. 
The two areas will finally be interlaced to a theoretical understanding of how the BSC may be 
applied as a strategic tool in the change process. 
 

2.1 Strategy 
The purpose of this thesis is to contribute to the understanding of the connection between 
strategy and the BSC. As already have been mentioned, there are several differing 
understandings of strategy. These understandings or views inevitably affect the formulation, 
implementation and approach to change of the strategy and the application of the BSC as a 
strategic tool. This section of the Literature review provides a foundation for how strategy can 
be viewed to make the connection to the BSC further on in the chapter. 
 
The concept strategy is more and more occurring in research contexts revealing that strategy 
in all its different forms is gaining interest and importance. As mentioned earlier the concept 
strategy does not have a very old history in the business context. It was originally introduced 
as the ability to use the company resources to reach the company goals and entails an 
interlinked pattern of behaviors describing how to reach the business visions and goals 
(Bengtsson & Skärvad, 2001). 
 
Different perspectives are based on different beliefs and views and can then inevitably also be 
found within the same company (Melander & Nordqvist, 2008, p. 34). If the strategy defines a 
pattern of behaviour of how to reach goals, then there should be a unified understanding of 
the strategy to maintain a unified pattern of behaviour. To lay the foundation for the empirical 
study it should also be revealed what view the researcher holds of the issue whereby some 
different views will follow. 
 

2.1.1	  Strategy	  from	  two	  opposing	  angles	  
Two researchers dominating early international strategy research were Michael Porter and 
Henry Mintzberg. They saw strategy from two different angles; Porter (1979; 1980) from the 
analytical view and Mintzberg (1978 & 1988) from the process view. In Porters view, 
understanding internal and external circumstances, such as threats and weaknesses within the 
company and opportunities in the industry competition, are important when planning the 
intentional decisions and actions that make up the strategy. “Knowledge of these underlying 
sources of competitive pressure provides the groundwork for a strategic agenda of action” 
(Porter, 1979, p. 138). The knowledge of such threats and weaknesses are collected through 
an analytical planning process. Such viewers considered that strategy is an outspoken plan 
formalized by top management, developed into instructions by middle management and in 
turn translated into activities performed by lower-level organizational members (Bengtsson & 
Skärvad, 2001). The advantage with having a clearly formulated strategy is that it is easier to 
accomplish a unified control towards a common goal (Porter, 1980, p. 15). What is said to be 
the strategy is of greater focus then what is actually done. Viewing strategy as planning was 
not contested and questioned until in the 1980’s (Axelsson, Rozemeijer & Wynstra, 2005, p. 
35).  
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One researcher that questioned the weight of planning was Mintzberg. His starting-point was 
that strategy is created along the way in a process of activities within the company and not 
something that should, or even could, be planned in its completeness. Strategic work could be 
implicit or explicit and is not only top management’s responsibility, rather the responsibility 
of management on all levels. He early differed between intended and realized components in 
his view of strategy differing between spoken strategy and actually performed activities 
(Mintzberg & Waters, 1982, p. 446). The realized strategy is formed “when a sequence of 
decisions in some area exhibits a consistency over time” both by planned decisions and 
evolving, maybe unintentional, activities (Mintzberg, 1978, p. 935, 945). Bengtsson and 
Skärvad (2001, pp. 181-189) also agree that realized strategies are the sum of planned and 
emerging strategies leading to the view that strategy is more or less deliberate (Melander & 
Nordqvist, 2008, p. 13-14). The reasoning described above that Mintzberg and Waters (1985) 
followed, lead them to distinguishing “deliberate strategies– realized as intended – or 
emergent strategies – patterns of consistencies realized despite, or in the absence of, 
intentions.” (p. 257). 
 
If all definitions of strategy could be placed on a horizontal axis displaying the extent to 
which strategy is build by planned versus emerging components, the analytical view would 
represent the extreme to the very left on the axis and the process view the extreme to the very 
right and thus emergent rather than planned (see Figure 1). In between there are several 
definitions that to different degrees correspond with these extremes. Followingly, some of 
these definitions made by different researchers will be presented in a simplified manner and 
placed on the same axis. 
 
 
Analytical view   Process view 
 
 
Planned components   Emerging components 
of strategy    of strategy 
 
Figure 1. Analytical versus process view 
The arrow shows the extent of planned and emerging components of strategy in the two opposing views. 
 

2.1.2	  Different	  perspectives/views	  
Whittington, another researcher active in the strategy field, presents four basic standpoints of 
how strategy is commonly defined. His four standpoints could be combined in any way and to 
any extent to create a unique view of strategy. The four simplified views are called classic, 
systemic, processual and evolutionistic (Whittington, 2002, p. 18-50). 
 

2.1.2.1	  Classical	  planning	  approach	  
The classical planning approach sets profitability as the ultimate strategic goal and rational 
planning is what brings you there. Like Porter’s analytical view formulating the strategy is a 
top-down process that should be a long-term plan of what resources must be used to reach the 
ultimate goal. Top management formulates and controls the strategy while division 
management is responsible for implementing it. Consequently, since strategy is planned for 
the long-term it is less receptive to changes along the way. 
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2.1.2.2	  Systemic	  approach	  
The second view, the systemic approach, shares the view with the classical, that strategy can 
be planned, but also the view that strategy is very much affected by the individuals. It agrees 
to some extent with Porter’s analytical view, but also with Mintzberg’s process view as 
factors affecting the strategy along the way should also be considered. The external social 
systems and internal networks, such as culture, religion, education, personal interest etc., 
affect the rational behavior of humans. Strategic goals and processes reflect the social system 
where the strategy is formulated and a change in that social system might consequently cause 
a change in strategy and behaviour. Strategy formulation should be explicit where knowledge 
on variations in the market, class, state and culture are important. The foundation of this view 
is that the social external and internal civilization forms both the ultimate goals and the means 
of a strategy. To conclude, strategy is planned, but will likely experience adjustments. 
 

2.1.2.3	  Processual	  approach	  
The processual viewers share the opinion that strategy should not be a long-term formulation 
by management and are not very reliant and dependent on the market. Organizational- and 
market processes are complicated and their imperfectness is what makes the strategies 
develop as they do. This view sees humans as rational only to a certain extent; he or she 
cannot handle an unlimited amount of information and often settles for the first satisfying 
solution rather than waiting for the best one. Strategy is the product of compromises among 
individuals in the organization rather than on the external market, somewhat similar to the 
systemic approach. The strategy is not completely rational, but rather gradually adjusted by 
processes and affected by routines and compromises to a larger extent than totally optimal 
solutions. Therefore, the best strategy is to build on the core competencies rather than 
constantly searching for evolving opportunities. This view is founded by gradual formulation 
of strategy in accordance with Mintzberg’s process view, which implies that smaller changes 
or adjustments are likely to occur gradually. 
 

2.1.2.4	  Evolutionistic	  approach	  
The supporters of the evolutionistic view argue that the market secures profitability rather 
than the management. The best performer survives, regardless of managements’ rational 
planning, even more in line with the extreme process view. This view is more short-term and 
lets the market decide what strategy to apply and differentiation is the best strategic choice. 
The basis is gradual formulation of strategy, so strategy is adjusted to the market and changes 
are likely to occur with changes on the market. To conclude, this view is more externally 
focused than the approaches previously discussed. 
 
To get a visual overview of these four approaches they have been placed on the same axis 
earlier introduced (see Figure 2). 
 
Analytical view   Process view 
 
 
         Classical planning     |     Systemic    |     Processual    |    Evolutionistic  
                        approach        approach        approach           approach 
 
Figure 2. Whittington’s four approaches to strategy 
Whittington’s four views of strategy divided into intervals on the axis visualizing the extent to which strategy is 
made of planned and emerging components. 
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As mentioned before there can be a number of different combinations of the above 
perspectives. Mintzberg and Lampel (1999) says about the evolution of strategic management 
that new mixes of principles and ideas are formed as managers collaborate and compete and 
new creative ideas are added to old views. One such example is the view that strategy is 
affected by the configuration of characteristics and behaviors where strategy is dependent on 
the company values, industry and what phase the company is in (Mintzberg and Lampel, 
1999). This approach holds characteristics from the processual and system theoretic view. 
Changes are then likely to gradually evolve, as companies move between different phases and 
as company values grow stronger and weaker. Almost an unlimited number of definitions and 
combinations can be defined, but are not relevant for the purpose in this study since it will not 
contribute any further to the understanding of the connection between strategy and the BSC. 
Although, to take a closer look at present developments in the subject would be enlightening 
for the understanding of how a BSC could be used as a strategic tool. 
 

2.1.3	  Present	  developments	  
Basing strategies on performed actions have become more relevant where there is no time for 
deep analysis; long-term planning would only be irrelevant in a quickly changing market like 
the one we are active on today (Bengtsson & Skärvad, 2001). During the 1990’s it has 
become more common to describe strategy with a focus on how values and ideas can be 
influenced rather than controlling behavior and production systems (Melander & Nordqvist, 
2008, p. 78). Knowledge that is critical is the knowledge of how employees and customers 
can be understood, affected and influenced. 
 
Mintzberg’s process view has grown and further developed from the 1990’s and onwards. 
More recently strategy has been commonly defined as something that is developed and 
emergent over time and should be defined by actions actually taken rather than merely 
planned activities. Whittington (2002, p. 12) and Melander and Nordqvist (2008) agree with 
Mintzberg arguing that it is more common to see strategy as a developing and constantly 
changing process rather than something to be planned and fixed long ahead. The Swedish way 
of looking at strategy tends to be more coherent with Mintzberg’s view of strategy as 
emerging from the pattern in a stream of actions (Melander & Nordqvist, 2008, p. 13-14), 
rather than with Porter’s view with planning as the focal point.  
 
No matter how strategy is viewed it explains how the company should act. It is then important 
to specify the strategic importance of certain actions and activities. Hamel and Prahalad 
(1994) argue that the management should engage in identifying the core competencies that lay 
the foundation for the competitiveness, another tendency in today’s companies. The aim with 
such an action is to gain consensus and a deeper understanding of what makes the company 
succeed. The ideal would be to be able to describe a hierarchy of core competencies, abilities, 
technologies and core products and how all these are interlinked.  
 
According to Bengtsson and Skärvad (2001, p. 201) as well, strategy should be based on core 
competencies and strategic assets. Such hierarchy of core competencies described above 
shows what the management should focus on in their striving towards the ultimate strategic 
goal. The only sustainable competitive advantage is to constantly develop the company’s core 
competencies (Bengtsson & Skärvad, 2001, p. 196, 199). With this idea to constantly develop 
the core competencies and with the fact that competition is strong, market demands are 
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changing quickly and the common view that strategy is an emerging process, it is suitable to 
further develop the strategy concept in discussing the issue of strategic change. 
 
 

2.2	  Strategic	  change	  
There is no context-free generalisable perspective of either strategy or strategic change. If it 
can be accepted that strategy reveals how an organization should go about, i.e. the pattern of 
activities and actions, strategic change is a change in that behavioral pattern (Axelsson et al., 
2005, p. 38). The view of and approach to strategic change is partly due to the view of 
strategy and the circumstances where the change is about to occur. As well as for the view of 
strategy, there are different dimensions of changes in such that it can be either planned or 
emerging, proactive or reactive, big or small, i.e. there are different dimensions affecting the 
overall view of strategic change. 
 

2.2.1	  Different	  approaches	  to	  strategic	  change	  
To simplify the question of strategic change different views can be divided into clusters of 
competing approaches that can be combined in several differing mixes, just as the view of 
strategy per se. Dufour and Steane (2006) give an example of four clusters of which a 
summary will follow. 
 

2.2.1.1	  The	  classical	  approach	  
According to this approach a centre of authority initiate and can control the whole process of 
defining and applying strategy. Once strategies are formulated they will be implemented as 
expected. Whenever a change occurs it is the response to directives from those in leadership, 
worked out through a rational analysis. The strategy is thought out to match an ideal norm 
rather than to describe how the company actually behaves and common critique is that 
environmental influences are forgotten. I see that just as Porter’s analytical view intended 
strategy has a greater focus than realized strategy. Further, this view is somewhat connected 
to the classical planning approach to strategy in that change is not sought for, but rather 
follows an intended plan. 
 

2.2.1.2	  The	  contingency	  approach	  
A mismatch between the strategy and its environment leads to a change process seeking 
alignment of strategy with control systems, management processes, corporate culture and 
leadership style. The key to successful strategic change is to adapt the organizational structure 
to external and internal contexts which still places a great responsibility on management to 
make such decisions. No one best way for all organizations exists since the appropriate 
behaviour depends on situational variables. Therefore it cannot be said that strategic change is 
always something positive, but rather depend on the situation the company is in and what 
decisions the management makes. Some aspects of this approach are compatible with the 
systemic approach to strategy since they both consider the environment in which the strategy 
is practiced although this approach refers more to the internal factors. Here the strategy 
should be very flexible and not as much of a strict plan. 
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2.2.1.3	  The	  behavioral	  approach	  
What matters the most here is managerial characteristics, the role and skills of leaders and 
organizational culture which should be congruent with chosen strategies. Similar to the 
contingency approach described above, this approach considers the internal environment, but 
not as much the external environment. Human behaviour must be considered and could set 
limits to what can be achieved by manipulating structures and procedures. Corporate culture 
could either be a barrier or a lever of change. This enlightens the importance of having the 
whole organization on board and motivated when change is initiated and importance to 
implement strategic changes through promoting certain behaviour. I draw the conclusion that 
change is likely to occur due to changes in the management or the staff rather than changes on 
the market since strategy is considered more dependent on the internal contingencies and 
human behaviour. 
 

2.2.1.4	  The	  Political	  approach	  
Structure, systems and influence of behaviour of the ambiguous and complex strategic change 
process may be planned, but the powerful internal and external interests must be sufficiently 
accounted for to be able to succeed. A plurality of at least partly conflicting interests exists in 
any organization and change is the outcome of bargaining and compromise between interest 
groups. This approach enlightens that it is not only important to present the right change, but 
also to present it in the right way. Politics in a general sense and bureaucracy within and 
among companies can set boundaries for what changes may be implemented. Some changes 
might even be initiated only in speech and not in action to cool down strong opposition. I 
regard this as an intentional differentiation between intended strategic changes and realized 
strategic changes; as a strategic move, certain changes were never intended to be realized. The 
political approach has some aspects in common with the evolutionary approach to strategy, 
namely that the strategy is adjusted to the market interests. Although, not only external but 
also internal interests will influence the strategy to change. 
 
To add to these approaches discussed above there is the dimension of the extent to which 
strategy and strategic change is considered to be planned versus emerging with time. 
	  

2.2.2	  Planned	  or	  emerging	  strategic	  change	  
As discussed previously strategy can be considered as planned or emerging. Either view will 
have different effect on the view of strategic change. If the view is that strategy is planned, 
changes that are not planned for will ultimately be realized less often. As Porter (1979) 
expresses, the analysis of strengths and weaknesses within the company and in the industry 
are not only used to formulate an original strategic plan, but also used to ”clarify the areas 
where strategic changes may yield the greatest payoff” (p. 138). In other words, supporters of 
the analytical view try to plan for change by analyzing how they can best cope with 
competition. The greatest influence of change is industry evolution affecting the sources of 
competition (Porter 1979, p. 144). In other words, external factors have greater focus than 
internal factors since strategy per se should be based in opportunities in the industry 
competition (Porter, 1979). 
 
If, on the other hand, the attitude is that strategy is emerging with time, change is welcomed 
or even sought for. A rigid plan is not set to be followed, rather the stance is that changes will 
eventually emerge and these are to be handled in the best way. Mintzberg and Hunsicker 
(1988) stated that no organization can figure out everything in advance and ignore learning 
along the way. On the other end of the continuum, no organization can give up all control that 
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planning means and only let strategy gradually emerge. To either extent, strategy is partially 
emerging and partially planned according to his reasoning, thereby giving room for strategic 
change.  
 
Personally, I agree to that standpoint that a strategy should have a solid ground to gain goal 
congruence and promote working towards a common goal. It should also contain some degree 
of inevitable flexibility where the attitude towards change is positive and where both internal 
and external factors should be considered when evaluating the necessity and magnitude of 
needed strategic change. A plan is important to be able to define how a certain goal could be 
obtained. However, such behaviors will change according to both the needs and competition 
on the market and according to what tangible and intangible assets the company is built up by. 
 
Regardless of what the view is and to what degree one agrees with either the analytical or the 
process view, planned and emerging strategic change can be either proactive or reactive to 
different needs and influences. The reactive and proactive natures will therefore be explained 
followingly. 
 

2.2.3	  Proactive	  or	  reactive	  nature	  of	  strategic	  change	  
Melin and Hellgren (cited in Axelsson et al., 2005, p. 38) state that an ”active search for new 
strategic options” regardless of whether the external or internal environment requires it could 
be the explanation of proactivity. In the opposite, when strategic change is formed as a 
consequence of or response to changes in the internal and/or external context the concept 
could be called reactive (Axelsson et al., 2005, p. 38). 
 
Proactivity requires assertion that the workers are willingly spirited to a change that might 
seem unmotivated to some in comparison with a reactive change that is a response to an 
internal or external need. Although, a proactive change will give more time to plan and 
prepare for the process than for a reactive change that might have to be implemented quickly 
due to an identified need. Reactive changes require that a subsequent action plan is in place 
for further improvements once the cause for change has played out (Axelsson et al., 2005, p. 
72). Consequently, both reactive and proactive changes should be implemented in such a way 
that is suitable for the environment where it is implemented. One way to identify and 
communicate such behaviour is through the BSC, which will later be further developed. 
 
In my view, there should be a bit of both natures; proactivity is good to foresee future 
implications and the company may then be considered as being in the leading edge. When the 
antisapation is invisible there should be reactive changes which adjusts the strategy to well 
motivated present interests. Although, regardless of the nature of the change there are 
different magnitudes of necessary changes. 
 

2.2.4	  Different	  magnitudes	  of	  change	  
Another aspect of strategic change is the magnitude of it. Two types of change on each end of 
the continuum describing the magnitude can be called evolutionary, which happen in small 
steps over a longer period of time, and revolutionary, that occur almost instantly and in big 
proportions (Johanson and Skoog, 2007, p. 32).  
 
Mintzberg (1978) could in his early study see different patterns of change in the companies of 
his research. Within the same company, the approach to strategic change could differ between 
different periods of time. For some periods strategies changed gradually, for other periods 
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parts of strategies changed while others remained the same. Still other periods strategies 
experienced major changes quickly. Mintzberg found that his study indicated that strategy 
formation and change was an interplay of environment, leadership and bureaucracy. The 
environment changes constantly and irregularly, but the organizational operating system, the 
bureaucracy as he calls it, seeks to stabilize the organization. The leadership role is about 
mediating between the internal and external forces. Strategic change can then be seen as the 
sum of environmental changes and the degree of organizational stability, either accelerated or 
dampened by the leadership, i.e. either suppressed or enlarged by the decision makers. 
 
Mintzberg's conclusion was that strategic changes are not regular and predictable. The 
environment could be stable for years when there is no need for reassessing the strategic 
appropriateness. Then the environment can become so turbulent that no planning techniques 
are of use during unpredictable market developments (Mintzberg, 1978, p. 943). Ultimately, 
there is probably no one right way of saying that small changes are better in comparison to 
big changes. The magnitudes of change consequently have to be evaluated concerning the 
factors affecting and generating the ideas of change.  
 

2.2.5	  Internal	  and	  external	  factors	  affecting	  change	  
The internal and external environment that the company is in affects the conditions for 
change. Mintzberg argues that companies in stable environments have better prerequisites to 
apply planned strategies. In companies working in changeable and variable environments it is 
more important to learn to handle and apply emerging strategies. In those latter companies 
constant learning from the operative activities often sets grounds for strategic changes. And 
being able to control and use a strategic changing process is one of the most important ability 
a manager should possess (Bengtsson and Skärvad, 2001, pp. 181-189). 
 
Strategic change can be influenced both by factors in the environment and in the organization, 
all dependent on the view of what strategy is and should be built on. As mentioned in the 
previous section strategic change can be either accelerated or dampened by the leadership as 
Mintzberg (1978) expressed. Organizational culture, competitive position and human and 
financial resources are other internal factors that can be regarded as influencers on strategic 
change. There are forces preventing change such as a deeply set structure, meaning the 
fundamental choices and values a system is made of (Gersick, 1991, p. 14). The memory of 
success or failure in past decisions and actions can rule out many options or make other 
options more likely to be accepted; the history of the organization will affect the attitude 
towards certain strategic changes (Axelsson et al., 2005, p. 41).  
 
External factors have become more noticed with the criticism of the planning approach to 
strategy. Regulatory framework, success of competitors, economic climate and competitive 
strength are some factors regarded by many strategy researchers (Axelsson et al., 2005, pp. 
40-41). ”There are a number of potential pressures for change, triggers of change and 
barriers to change in the organization and the environment” (Axelsson et al., 2005, p. 43). 
They will all affect the approach to, nature and magnitude of change. 
 

2.2.6	  Is	  strategic	  change	  necessary?	  
The attitude towards change and the preferred way to go about change depends on the view of 
strategy. Whittington (2002, p. 124) lifts the fact that strategic change is especially needed 
among those that see strategy in the process view. Being able to manage strategic change is 
seen as a great competitive advantage, although the changes might not be revolutionary and 
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extensive. Supporters of the evolutionistic view are ready to accept the difficulties with 
implementing strategic change since it is needed in today’s competitive market, even if the 
changes are major. They argue that organizations should use the market to force change and 
that any manager, company or division that is resistant to change will not survive 
(Whittington, 2002, p. 133-134). To some extent supporters of the systemic view are more 
receptive to change than the supporters of the classic view. 
 
Although there are differing views, there is a tendency of seeing strategic change more and 
more as a dynamic and continuous process (Dufour & Steane, 2006). As already have been 
stated, the tendency of today’s view of strategy is more in line with the process view. 
Together with the fact that the market today is more changeable, strategic changes are likely 
to occur. In today’s competitive and high-velocity market, ”the ability to change continuously 
is a core capability of successful firms” (Brown & Eisenhardt, 1997, p. 3). 
 
As the business environment has become more complex and more changeable there are fast 
developments of products, production processes, marketing and cooperation among 
businesses; competitive advantages have become more temporary. It is a strategic core 
question of how to cope with these changes (Bengtsson & Skärvad, 2001, p. 273). Melander 
and Nordqvist (2008, p. 110) agree that companies must adjust their strategies to the 
conditions of the changeable marketplace. Although, there should be a stable foundation since 
major changes can be met by resistance to change and a feeling of insecurity. My view as well 
is that strategy must have a stable core which reflects the core values and success factors of 
the company, but at the same time be flexible to reflect the present state of the market 
demands.  
 
Dufour and Steane (2006) argue that even though strategic change is often described in 
positive terms it is easier to find examples about strategic change failures and mistakes. 
Researchers like Franken et al. (2009) also agree that the failure rate of executing strategy is 
rather high. Still, according to previous discussions changes could happen, both with an 
intentional plan and from unintentional emerging events.  
 
Mintzberg & Waters (1985) lift their opinion that strategic change is less desirable among 
those that plan strategy to a large extent. A planned strategy is seen as an implementation of a 
vision of what works. Then it is not intended to change that vision since it is a conviction that 
the intended strategy is the most appropriate one. Emerging strategies on the other hand, 
implies learning what works. With feedback of what kind of behaviors actually work and 
what does not, intentions might, quite naturally, come to change. 
 
Whittington (2002, p.131) means that strategic continuity of the core strategy is more 
important and that change should only happen gradually and on a detailed level. In other 
words, evolutionary change is to prefer over revolutionary change. Miller (1982, p. 133) even 
suggests, that strategic change should be avoided as long as possible, even until a real crisis 
occurs and the pressure for change is so high that it would lead to revolutionary results. 
Although, Mintzberg and Waters (1982) state that even if major strategic changes occur very 
rarely, they are important to prepare for since changes do not always occur in a structured 
manner. The essential issue is not to be oversensitive to strategic issues so that no unnecessary 
changes are promoted and to be ready when a major reorientation is really needed (Mintzberg 
& Waters, 1982, p. 494). 
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As Mintzberg and Hunsicker (1988, p. 86) stated: ”To manage strategy, then, at least in the 
first instance, is not so much to promote change as to know when to do so.” Depending on 
the internal and external environment and the view of strategy, this statement could still be 
valid today. Maybe there should not be a set time frame of when a strategic change is 
appropriate, but strategic changes still have to occur once in a while and then it is important to 
let a change be mediated to every part of the organization.  
 
As described earlier Bengtsson and Skärvad argue that strategy should be based on core 
competencies and strategic assets and the only sustainable competitive advantage is to 
constantly develop the company’s core competencies (Bengtsson & Skärvad, 2001, p. 196, 
199). This idea suggests that if changes are needed they should be acted on and the idea is 
compliant with that of the BSC. As will be explained, the foundation of the BSC also suggests 
focusing on key success factors and the interlinked consequences such activities have on 
reaching the strategic goals. This is where the BSC as a strategic management and 
communication tool comes into play by aligning the employees, communicating strategy and 
identifying and implementing needed strategic changes. If the BSC is used as a tool to 
manage strategy, then it should also reflect changes or updates made in the strategy that it 
builds on and just as important it should be ascertained that such adjustments are 
communicated to all users. Although, before going into how the BSC could be used as a 
strategic tool there will be a general establishment of what the idea of the BSC is. 
 
 

2.3 The Balanced Scorecard 
As being said previously, the BSC was first introduced as a measuring tool, but has later 
gained more focus within strategic management using the BSC as a tool to communicate and 
place emphasis on the business strategy. The originators of the BSC have later introduced the 
concept of strategy maps as a complement to the BSC, which aims to give a visualization of 
the cause-and-effect linkages between the different strategic key measures or key ratios in the 
BSC. 
 
A sufficient mix of causes and effects should build up a BSC and it should measure both 
leading and lagging indicators (Kaplan & Norton, 1999, p. 36-38). Every measure must be 
part of a chain of events that results in a goal that reflects the business strategy (Kaplan & 
Norton, 1999, p. 64). The scorecard should be viewed as a set of hypotheses about cause and 
effect relationships that result in implementing the business strategy. This is done through 
different perspectives. Kaplan and Norton have given a suggestion of four relevant 
perspectives: financial, customers, internal processes and learning and growth. All these 
perspectives represent different steps in the chain of events that leads to an ultimate goal. 
 
Kaplan and Norton (2004b) describe that the many different measures or ratios of the BSC 
should not be viewed independently, but rather as an integration of different activities on 
different levels of the company, that as a combination, leads to executing the strategy. They 
further describe a strategy map as a visual representation of the strategy being a part of the 
BSC. It should show how objectives in the different perspectives of the BSC are interlinked 
and combined to describe the strategy. The BSC identifies those integrated activities and the 
strategy map visualizes how they are interconnected and clarifies how the strategy should be 
understood. This is important since without a shared understanding of the strategy executives 
cannot create alignment around it.  
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There are hundreds of processes in an organization that create value in some way. All 
processes should be managed well, but a few processes should receive special attention and 
focus (Kaplan and Norton, 2004a, p. 47). The strategy map as a part of the BSC is one tool to 
use to identify those few critical processes that have most strategic importance to value 
creation. To balance the value creation over the long and short-term, processes should be 
identified in all (four) perspectives (Kald & Nilsson, 2000). 
 
To create a common understanding and alignment Kaplan and Norton (1999, p. 51) suggest 
an approach that starts by defining the specific measures in the end of the chain of events. 
First the overall strategy of the business should be identified to define the financial result that 
the strategy should lead to. This makes up the financial perspective that works as a lead mark 
and reference for the aims in the other perspectives. The end of the chain of events reflects 
what past actions has lead to. To be able to reach these financial goals the other perspectives 
will lay the foundation. 
 
The second area to focus on should be the customer perspective where the factors that add 
value for the customers should be defined. These factors should be made up by the daily 
activities that would create value for customers. Further, they should be part of the chain of 
events that leads to reaching the financial goals that make up the business strategy. 
 
The aim and measures in the process perspective should be formulated after the financial and 
customer measures are defined. These measures should define the processes and routines 
necessary to reach the customer- and shareholder goals (Kaplan & Norton, 1999, p. 91). One 
can say that this perspective should define a pattern of behaviour, even strategically important 
behaviors. 
 
The aims that were stipulated in the other three perspectives should decide what competencies 
and knowledge the company should develop to improve the strategic result. The learning and 
growth perspective sets the infrastructure needed to reach the ultimate goals and is where the 
chain of events should start. The focus is placed on the intangible assets building the core of 
the company. It reveals the intangible assets most important to the strategy whereby three 
categories have been identified: 
1. Human capital containing employee’s competence, 
2. Information capital revealing the performance of the information systems, networks, 
databases and technology infrastructure, 
3. Organizational capital affecting the motivation, empowerment and the common aim 
through among others the culture, leadership and teamwork (Kaplan & Norton, 1999, p. 119; 
Kaplan & Norton, 2004a, p. 13). 
 
The objectives in this perspective identify which jobs or activities (human capital), which 
systems (information capital), and what kind of climate (organization capital) is required to 
support the value-creating internal processes (Kaplan & Norton, 2004b). According to Kaplan 
and Norton (2004b) maximum value is created when all the organization's intangible assets 
are aligned with each other, with the organization's tangible assets and with the strategy. This 
is where the chain of events should start – a good foundation is built to identify and 
strengthen the strategic core activities.  
 

2.3.1	  The	  strategic	  focus	  of	  the	  Balanced	  Scorecard	  
One important purpose of the management functions is to create goal congruence. The BSC is 
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one of the tools used for sending signals that stand in line with the vision, strategy and goal of 
the company. (Johanson & Skoog, 2007, p. 30). When Kaplan and Norton first introduced the 
BSC, it was introduced as a measuring tool with strategic importance rather than a strategic 
tool that it was later introduced as (Bengtsson & Skärvad, 2001, pp. 245, 246). 
 
According to Kaplan and Norton (2004a, p. 4-5) strategy describes how an organization 
intends to create value for its shareholders, customers and citizens. Strategy can even be seen 
as a set of hypotheses about what result certain actions will lead to. However, they further 
argue that a generally accepted way to describe strategy does not exist among companies, but 
there are several different perspectives of it. Ultimately, if the scorecard should be built on a 
common strategy, the first step would be to assure that there is a common definition of the 
concept. 
 
The strategy should then be reflected in every measure of the BSC. The key when attempting 
to develop the employees, technologies and culture is the alignment with the strategy. If the 
strategy defines how to reach the ultimate goal of the company it is important to know what 
activities and measures deserves the highest priority. According to Kaplan and Norton 
(2004a) one cannot manage what one cannot measure, and not measure what one cannot 
describe. The BSC helps visualizing what activities, i.e. how, a company should work and 
prioritize to reach maximum competitiveness. The BSC and the strategy map enables this 
alignment by pinpointing the critical factors required to actually live by the strategy and 
describing the logic of it (Kaplan & Norton, 2004b); in other words, how to realize the 
strategy through actual behavior. The BSC could be used to identify how employees and 
customers can be affected and influenced, as previously mentioned as critical knowledge to 
companies today according to Melander and Nordqvist (2008). 
 
My notion when reading literature and research of the BSC and strategy is that Kaplan and 
Norton see strategy in accordance with both Porter’s and Mintzberg’s view; strategy should 
contain a plan based on core competencies, but also reflect both internal and external 
situational contexts. Further, my notion of how the BSC should be approached is that there 
should be a planned strategy to base the BSC on. This plan should not be fixed but rather seen 
as hypotheses about what actions and activities will lead to the best possible result from a 
strategic point of view. Whenever such a hypothesis is disaffirmed it should be updated. 
Consequently, since the measures in the BSC should be based on strategic hypotheses the 
BSC should be updated whenever a hypothesis is. It is difficult to say that my personal view 
is completely compliant with somebody else’s, but it is rather a mix of both the analytical and 
the process view. A stable common ground is important to feel secure in what the company 
aims for, but the attitude to change should be that strategic activities can always be improved 
and should be adjusted to present internal and external needs. Below is a demonstration of 
where my personal standpoint of where the BSC would be placed on the same axis used 
previously. 
 
 
Analytical view   Process view 
 
 
             |    My view   |  
 
Figure 3. The researchers view on the axis 
A span of where my personal view would be placed showing what extent of strategy should be planned versus 
emerging. 
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The following sections will connect the issues of strategy and strategic changes with the BSC 
in a presentation of how the BSC could be applied as a tool in strategic change. 
 
 

2.4	  Applying	  the	  BSC	  in	  a	  strategic	  change	  process	  
A well-known name in the Swedish context of the BSC is Nils-Göran Olve. He explains that 
the purpose of a BSC is to balance the company in its short term financial focus with a more 
long term strategic focus, and to create a consciousness among the people of the purpose and 
consequences of their everyday actions (Olve, Roy & Wetter, 1999, p. 20, 40). Olve et al. 
(1999, p. 68) see that a clearly stated vision is really important. Having that said, that does not 
implicate that the vision should be fixed for the long-term, but rather work as an assurance 
that all employees are focused towards the same direction. Similarly, the strategy states a set 
of actions believed to lead to a certain result. They should neither be fixed for the long-term, 
but open for adjustments. The BSC itself and the process in which it is developed should be 
adjusted to the specific strategy, the external environment in which the company exists and to 
the status or development phase of the company. As Olve et al. (1999) explain from their 
experience of the BSC in a Swedish context, the process of implementing a scorecard often 
means adjusting the vision and strategy since the process includes making the strategy 
concrete and defining its details. This indicates that the BSC should be updated to changes in 
the company’s strategy, external environment and development. ”The vision and strategy of 
the company is the starting point for the control [styrande], and the scorecard is the means to 
communicate it” (Olve et al., 1999, p. 51, translated by Emma Spetz). A BSC that does not 
reflect changes in strategy is not an efficient strategic tool since then it does not reflect the 
actual strategy. 
 
Dabhilkar and Bengtsson (2004) have illustrated in their study how strategic continuous 
improvement has become more common, but can be an issue, in Swedish companies. They 
argue that true learning involves ”adding new routines to the core set of behavioral 
patterns.”(p. 350). If a common definition of strategy is the behavioral pattern as discussed 
earlier, this statement implies that true learning in an organization means adjusting strategy. 
They further argue that ”The BSC is a new approach for strategy development and 
deployment.” (p.350) where the BSC could be used to deploy the policies, i.e. the actions, 
needed to continuously develop and continuously improve strategy. 
 
According to Bengtsson and Skärvad (2001, p. 275) it is important to secure a pattern of 
actions as soon as possible when a strategic change is about to be realized. This pattern should 
be in accordance with what the changes require. Kotter and Cohen (2002, p. 2) found in a 
study from the early 2000’s that one of the greatest challenges to a successful change process 
is changing people’s behaviour. The BSC is an appropriate tool to use, both in a reactive and 
a proactive manner, to implement such a pattern of actions, i.e. behaviour, since it should 
exist of identified strategically important activities or actions understandable to everyone. 
And ”Individuals are strategically aligned when their behaviors correspond with their 
organization’s strategy.” (Gagnon, Jansen & Michael, 2008, p. 426). 
 
As Olve et al. (1999, pp. 56, 58, 67) enhance with their experience from different companies 
in Sweden, companies’ scorecards are affected by the situation the company is in; in a 
turbulent process of change the BSC could be a useful tool itself for creating an understanding 
and agreement for future strategies, i.e. it could be a tool to identify changes with a proactive 
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nature. There should be continuous advice and suggestions for adjustments that would help 
understanding the scorecard. And especially in rapid changes, it is important that several 
people are engaged in the development discussions. 
 
Johanson and Skoog (2007, p. 59) agree that the BSC should be updated when needed. 
Although, there should be a good balance between flexibility and stability; the stability is 
needed to make the scorecard trustworthy and reliable while the flexibility is needed to make 
it alive and up-to-date. Too many major changes in the BSC would only degrade its 
seriousness. This is in congruence with what Melander and Nordqvist (2008) argued about 
having a stable foundation in strategy since major changes can be met by insecurity and 
resistance. 
 
Whittington (2002, p. 53) explains that management is not only about managing your 
employees, but also about leadership. Especially in today’s and the future’s turbulent and 
changeable environment. General management, in his view, is to give necessary orders and 
provide necessary procedures to be able to handle everyday complexity, while leadership is 
about handling change. In my view, the BSC is a tool both for management and leadership 
according to Whittington’s definition since it both identifies the core activities which 
contribute to competitiveness and it guides management to see which activities must be 
introduced, developed or phased out. The ability to create meaning by connecting seemingly 
unconnected questions and ideas to understanding the whole picture is an invaluable ability of 
a leader according to Melander and Nordqvist (2008, p. 250). A BSC should be a good way to 
visualize the connection between different activities in an understandable chain of events. 
 
More support for changing the BSC can be found in a statement made by Olve et al. (1999, 
pp. 148, 210, 282-283) that the key measures or ratios in itself is not what makes the BSC so 
valuable, it is the discussion and debate that is initiated when formulating, implementing and 
developing the BSC. They further argue that the scorecard should continuously be added with 
updated and useful company specific information to be a natural part of the strategic 
discussion and learning.  
 
Melander and Nordqvist (2008, p. 218-219) identify some factors that could trigger change, 
such as negative results, owner interventions, new management and distinct crises. There is 
no doubt that the market has to different extents experienced and is still experiencing a visible 
crisis. It is therefore relevant to be attentive to signals of needed strategic change and thereby 
BSC change. 
 
As mentioned before, strategies can be viewed as a set of hypotheses of the connection of 
what the company should do today to be profitable in the future. That is the conviction of 
Kaplan and Norton (2005b). They suggest that strategy should be reviewed more often than 
on a yearly basis. That is because they argue that strategy consists of hypotheses about cause-
and-effect and the BSC measures provide continual evidence about the validity of these 
strategic hypotheses and such data should be discussed routinely.  
 
It is also common to believe that organizations move between different stages where values 
should be revaluated according to internal or external impulses and changes. Hypotheses are 
tested on the market and if adjustment is needed we are forced to change our view, especially 
in a changeable marketplace. Today’s market experiencing a crisis in many areas, will most 
certainly provide new information and evidence of what strategies will need adjustment and 
what strategies can remain.  
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The discussion above indicates that strategies are changing in many companies to different 
extents. The strategy is not something that is static (Melander & Nordqvist, 2008, p. 18-19) 
and neither should the BSC be, but rather change with adjustments in the strategy and goals 
(Kaplan & Norton, 1999, p. 54, 266). Furthermore, companies that have applied the BSC as a 
strategic management tool should therefore take the opportunity to really make use of the 
scorecard and make sure that strategic adjustments are reflected in the BSC. Although, it does 
not stop there; such changes or adjustments must also be implemented to be useful. 
Communicating the changes in both the strategy and ultimately in the BSC to all levels in the 
company is a good and required start. 
 

2.4.1	  Communicating	  strategy	  and	  strategic	  change	  using	  the	  BSC	  
When understanding strategy as an organization’s patterns of behaviour, i.e. how to reach the 
company goals, there should not only be focus placed on those formulating strategy, but also 
on those implementing it. A pattern of behavior is formed through all individuals’ actions 
(Axelsson et al., 2005, p. 43). I consider that the employees are to a great extent the ones 
making up the company and performing the work. I am convinced that without being able to 
motivate the employees in the right direction – towards the common goal – the path taken to 
reach the goal will not be the most efficient, if even possible to take. Therefore, making sure 
that every level within the organization knows what goals to aim for and what actions they 
should take to get there is very important. 
 
Further, it is not enough to only communicate and teach a new BSC, it is equally important to 
make sure that changes and adjustments are communicated. Bengtsson and Skärvad (2001, p. 
113) explains that the motivation, knowledge and actions of employees are crucial. 
Information and communication is crucial in successful change, where a leader should openly 
communicate what changes are awaiting and what they might imply for every individual. 
Furthermore, a clear aim of the business and a feeling of participation is needed to prepare the 
employees for a change (Ekstam, 2005). One of the sub-purposes of this study is therefore 
built on one main idea and fundamental purpose of the BSC; strengthening and 
communicating the strategic focus throughout the organization. 
 
Kotter (1990, pp. 49-51) emphasizes that communicating a plan, a vision, in an alignment 
effort is always necessary. He argues that successful alignment is often characterized by 
communication, but also enlightens the complexity of it. The need for effective 
communication of visions and strategies in a change process is also enlightened in one of his 
later studies. And as explained then, communication is not only spoken words, but also 
repeated deeds or symbols (Kotter & Cohen, 2002, p. 4).  
 
As already discussed, how to reach goals and visions, the plan of how to accomplish the 
goals, is communicated through the strategy. If it is true that there is no generally accepted 
way to describe strategy it is highly probable that different people within the same company 
will have, at least slightly, different definitions of it. Then there must be a comprehensive 
description of the strategic goals and a suitable way to measure those critical parameters that 
represent the strategy. One way to align the everyday activities with the strategy is to monitor 
those critical parameters with a BSC. It defines and communicates what the employees should 
be doing, what the overall- and interim targets are and measures in what activities such goals 
are met and where they are not. However, such parameters are of no use if they are not 
communicated to the employees. As Kotter and Cohen (2002, p. 83) expressed: “In successful 
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change efforts, the visions and strategies are not locked in a room with the guiding team. The 
direction of change is widely communicated, and communicated both for understanding and 
gut-level buy-in.” Ultimately, the BSC should collect and distribute useful information about 
the strategy when it is properly used and communicated, both to make employees understand 
and to convince them to believe that behaviour is “right”. 
 
Failure of a new strategy is often due to the inability or resistance of individual employees to 
commit to the strategic goals and necessary behaviour leading to misalignment (Gagnon et al., 
2008).”strategic alignment requires individuals within an organization to behave in a 
contributory manner in order to support the strategic goals of the organization” (Gagnon et 
al. 2008, p. 427). They further argue that strategic knowledge, both easily transferable facts 
and more complex contextual knowledge, is a necessity for committing to the organization’s 
strategic goals. The understanding of a strategy among the ones applying the strategy should 
be similar to that of the formulators or initiators. One way is to initiate a strategic goal 
communication system among employees. Gagnon et al. also mention that users of a BSC 
require ”the widest variety of strategy-supportive information” that is relevant (p. 430). 
Having knowledge increases the commitment which in turn is likely to assist in the enactment 
of strategic transformation. ”Open communication with employees during a strategic change 
is likely to develop trust and commitment that will lead to strategically aligned behavior.” (p. 
439). 
 
Communicating the goals, visions and strategies should include both breaking down a goal 
into more specific interim goals and making everyone engaged in reaching the goals 
(Bergman and Klefsjö, 2001, pp. 405-408). A strategy can be defined on different levels of a 
company; corporate, division, business unit, department etc. (Bengtsson & Skärvad, 2001, p. 
13). Kaplan and Norton’s belief is that all employees must be linked to the strategy and feel 
part of it. The strategy should be made a living part of the daily work. As Kaplan and Norton 
(1999, p. 32) stated, a BSC should be used as a system for communication, information and 
learning, not for simply controlling the company. The idea of the BSC is to identify specific 
measures that makes it understandable for any employee what activity he or she should 
engage in for maximum strategic importance. It addresses what Kotter and Cohen (2002) 
defined as one of the greatest challenges to successful change, namely the behaviour of 
employees. In other words, the BSC can be used to identify interim goals or measures that 
makes everyone engaged in reaching the ultimate goal. Further, the strategy should be so 
visible in the BSC that anyone could understand it and every measure should be linked to a 
chain of events that displays the meaning of the business’ strategy and vision to the 
employees (Kaplan & Norton, 1999, pp. 140-141). Bergman and Klefsjö (2001, p. 408) also 
agree to that, arguing that both the goals and the time plan of strategic actions should be 
communicated to all levels of the organization. 
 
As stated in an earlier section a common understanding of the strategy is important to be able 
to create alignment around it. This understanding is important on all levels in the 
organization. It is important to ensure that internal communication to employees includes 
messages about strategy, the strategy map, and the measures, targets, and strategic initiatives 
in the BSC. Change in the BSC can not be implemented if the changes are not known to all. 
Therefore it is important that such changes are included in the internal communication. 
Further, it is assumed that involvement of those affected by a change in strategy will reduce 
resistance and create a higher level of commitment among employees towards the proposed 
changes (Lines, 2004 and Ekstam, 2005). According to Walker and MacDonald (2001, p. 
373-374, 377) communicating the BSC across the organization is a critical aspect of 
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successful implementation. The process of developing the scorecard increases learning and 
understanding, but can in many instances be visible mostly to top leaders. To be able to use 
the BSC to drive change throughout the organization it must be well communicated. When 
there is no understanding of why changes are introduced they might not get the desirable 
response and not last in the long-term. According to Walker and MacDonald (2001) the 
emphasis on the scorecard should be on the value it provides in communicating strategy and 
aligning the organization to the business goals. Managers will understand how they align to 
business objectives by being able to explain not only what they are measuring, but also how 
they are actually performing on essential strategies for the business. They also argue that such 
understanding about the performance in certain areas could lead to a greater support for 
change and flexibility. 
 
Lines (2004) raises the issue that ”Perceived fairness in the context of strategic change is 
likely to depend on whether those affected by the change are invited to voice their opinions” 
(p. 198). Further he argues that the perceived fairness increases when people have an 
influence on assumptions underlying the need for change and the processes chosen for 
implementing it, in other words when people on any level can have a saying in whether and 
how a BSC measure should be changed or adapted. Further, Ekstam (2005, p. 18) explains 
that leading change requires communication. In his mind, that implies having a dialogue, in 
opposite to a monologue, with the employees showing a sincere interest in their well 
behaviour during the process of change. In other words, communication should go in more 
than one direction. 
 
Olve et al. (1999, p. 57) argue that the more employees are active in working with the BSC 
the better. Participation increases the motivation and understanding of the priorities and 
connections of different strategic activities. They argue that formulating the vision should be 
established by top management and then communicated through a dialogue through the entire 
organization of what activities that affect and contribute to the realization of the vision. It is 
important that everyone in the organization should get some kind of review of the 
fundamental ideas that has built the scorecard (p. 84). Further, to keep the interest and focus 
on what is important among the employees, there should be continuous evaluation and 
feedback (p. 92) where the progress is communicated back to the top. 
 
Also according to Franken et al. (2009) there should be continuous monitoring and reporting 
on the progress both from the bottom and from the top. Conflicts can then be understood and 
relevant management interventions identified. They further argue that ”by ensuring that the 
management of the change portfolio is effective and transparent, confidence in management’s 
ability to control and deliver change programs is increased.” (p. 57). Communication in 
multiple directions is also supported by Bergman and Klefsjö (2001). They argue that 
continuous consultations between levels in the organization helps defining priorities, 
feasibility and testing of plans and increases the commitment and goal congruence. ”People 
must see their role in the organization and understand that what they do is important” 
(Bergman & Klefsjö, 2001, p. 409, translation by Emma Spetz). Kaplan and Norton (1999, p. 
188) further argue that the need for upward communication is often disregarded. 
 
Melander and Nordqvist (2008, p. 230, 232) see that a good way to initiate successful changes 
is to let employees be part of the initiation and implementation. They argue that change 
should be pursued from multiple directions. On one hand, operating personnel should not 
participate in the process of developing the scorecard itself; according to Kaplan and Norton 
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the task of creating the scorecard is the responsibility of top management (Kald & Nilsson, 
2000). 
 
On the other hand, operating personnel have a very important part to play in the design and 
use of performance measurement; there could be considerable advantages in having lower 
organizational levels participating in developing their own measures (Ewing, 1995). It 
enhances employee commitment and encourages experiments with new measures and 
methods of monitoring performance, and the entire company gets their interests heard 
(Jönsson, 1996 in Kald & Nilsson, 2000). Kald and Nilsson’s (2000) study also shows that 
understanding leads to changes in the units’ way of doing business. And active participation 
should increase the understanding. According to Bengtsson and Skärvad (2001, p. 288, 291) 
strategic planning has been replaced by the term strategic management to point out that goals 
and strategies are a concern for management on all levels, not only top management. Further, 
planning should not be remitted to a special planning unit since there should be a strong link 
between strategy and operative activities. 
 
With the measures in a BSC the strategy is inevitably communicated to the operating 
personnel as long as the measures really reflect the strategy and as long as the BSC is 
implemented on the operating level. Followingly, changes in the strategy are in a similar 
manner inevitably communicated as long as they are reflected in the BSC. With an efficient 
use of the BSC, merely meaning that as long as the activities identified in the BSC are 
actually performed, changes will then be implemented in an adjusted pattern of behaviour and 
thus translate intended strategy to realized strategy. The more a company can reduce the time 
span between strategic formulation and the actual performance of it, the more relevant and 
up-to-date is the information that was used during the formulation process (Bengtsson & 
Skärvad, 2001, p. 276). In other words, the sooner a strategic change can be reflected in the 
BSC and communicated to employees on all levels, i.e. the people actually performing the 
strategic activities, the better will the reflection be of a relevant and up-to-date strategy. 
 
 

2.5	  Contribution	  of	  the	  chapter	  
To conclude the contribution of this chapter, theory is important to build a base of 
understanding before the collected knowledge can be used and applied to a situation (Watt-
Boolsen, 2007, p. 10). From this Literature review chapter some theories will be used as 
background for the collection of empirics and some will be used to analyze the empirics. 
 
The purpose of including theories on strategy is to get a firm ground to stand on before the 
theoretical essence of the study may be treated. These theories will not necessarily be 
analyzed in detail in the empirical data, rather identified as an overall recognition of what the 
basic view of strategy is among the respondents; merely to get a background of where the 
respondents hold their stance. 
 
The theoretical essence will lay in the theories of how strategy should or could be connected 
to the BSC. This will be understood through investigating how different parts of strategy are 
reflected in the BSC. The appearance and strength of such a connection will be investigated 
partially by analyzing how strategic changes affect the BSC and partially by the perception 
among users of how this connection is made. Further, theories of how strategic changes may 
be communicated through the BSC will be investigated and analyzed. The methods applied to 
accomplish this theoretical contribution will be the content of the following chapter. 
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3. Methodology 
The methodological decisions made to perform a research are all affected by personal 
experiences, philosophical views, personal preferences etc. As Strauss and Corbin (1998) 
informed, there is no simple way to declare ones exact standpoints and there are always 
intermediary positions. Although, since every methodological decision affect what kind of 
study will be performed, how it will be prosecuted and what result it will generate it is 
important to explain some methodological standpoints to the extent possible. Hereafter will 
follow some important clarifications of the framework setting out the foundational view of this 
research in areas such as scientific approach, research strategy, view of knowledge and 
reality, design and method of data collection. It will also cover an account for how more 
practical methodological decisions are taken, such as finding the study objects and collecting 
the data. 
 

3.1	  Choice	  of	  subject	  
Where this study started off was in finding an area of interest. Choosing a subject to study, the 
substance of the research question, is not as easy as it may sound. Some pointers that could be 
used in that choice is that it should not already have been well covered by previous research, 
it should be relevant and up to date, it should not be too trivial and very importantly, it should 
be interesting to the researcher and to the readers. 
 
One way of going about the issue of choosing an appropriate subject is to read existing 
literature in an area of interest to narrow down to a key topic. I have had an interest for the 
BSC for a long time and started reading about it in my search for possible angles of studying 
the BSC. After consultation with business people, people in my surrounding and with myself, 
my focus came to the connection between strategy and the BSC. Followingly, my key topic 
was examined by looking into existing research about the area and I found a lack of updated 
research in how strategy and strategic changes are actually realized through the BSC. The 
lack was especially evident in researches of the topic in a Swedish context. 
 
The formulation of the question was then developed, revised and reworked along the way to 
sharpen the purpose of the study and define what kind of study was needed. After all, this is 
the starting point for all other methodological choices and decisions. 
 
 

3.2	  Literature	  search	  and	  criticism  
When starting the literature search I needed to both widen and sharpen my idea of the BSC. 
Therefore, specific literature on the BSC in general was the starting point in this study. The 
strategic focus came after reading and after speaking with business people. I then came to 
realize that there was a lot more theories on strategy than my initial thought was. Literature on 
the BSC and strategy were found in the city library in Malmö and the University libraries of 
both Lund and Malmö. 
 
The areas of strategy and the BSC were initially studied in separate, but the two concepts 
became more and more interlaced as the reading process developed. In the search for peer 
reviewed articles Business Source Premiere was mostly used, but occasionally also Science 
Direct and Emerald Fulltext. 
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Common search terms were ”strategy”, ”Balanced Scorecard” and ”strategic change”. They 
were combined in different ways and sometimes also accompanied by ”Sweden” as 
geographic term. When I came across certain important researchers and scientific articles, 
these were searched for specifically in the mentioned databases and libraries. Whenever 
articles were selected from a greater context, the abstracts were used to determine its 
relevance. 
 
When the search was general, i.e. not specifically regarding a certain article or researcher, the 
aim was that the sources of use should be as recent and new as possible; desirably not older 
than from the year 2000. Exceptions were made when the source was especially relevant or 
cited in a used source. Authors like Mintzberg, Porter, Kaplan and Norton were central in this 
study and therefore also excluded from this guiding criteria. 
 
The existing literature and scientific articles were mainly studied in the initial part of the 
research, but also occurred after hand. When the main reading was done, other more 
methodological decisions and clarifications were made, starting with the scientific approach 
followed throughout the research. 
 
 

3.3	  Scientific	  approach	  
The approach sets the foundation for how to draw conclusions and regards the relationship 
between research and theory. The approach decides whether empirical results will be used to 
generate new or altered theories or if existing theories will define hypotheses to be tested with 
the empirical results (Johansson-Lindfors, 1993, pp. 55-59). 
 
When the purpose is to generate new theories by interpreting and understanding a studied 
reality, the research starts in empirics and proceeds to theory. The opposite approach starts in 
theory to proceed to empirics. The purpose is then to define a hypothesis built on existing 
theory and then empirically picture the knowledge that either confirms or disaffirms it. 
Although, more common than to explicitly engage in either approach is the ”golden middle 
way” as Johanson-Lindfors (1993, p. 154) calls it. She supports that in reality it is difficult to 
completely disregard from existing theory or define logical and correct models only based on 
existing theory. 
 
The starting point of this research was personal conceptions based mainly on literature, but 
also on experience. Theories of strategy and of the BSC do exist, both in isolation and in 
combination. The general understanding of the BSC is that it should be based on the strategy. 
However, there is not one true theory of how changes in strategy should be realized or how 
they should be reflected in the BSC. The research problem is to find how strategy and 
strategic changes are reflected in the Balanced Scorecard with the purpose to contribute to the 
understanding of whether scorecards are strongly connected to strategy. The findings of such 
a study will contribute to existing theory by finding how certain theories of strategy and 
strategic changes may be applied in a real-world BSC context. 
 
What makes this study even more interesting is the current state of the world- 
wide economy. The conception before empirical data was collected was that strategy should 
be given special attention when external influences, such as an economic crisis, are straining 
companies. Any tool used to implement strategy could be ensured to be used in an efficient 
way. The BSC being one tool to implement, strengthen and communicate strategy should 
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efficiently be used when it reflects any part and any update of strategy and when it is 
communicated to all levels of the company. To find whether this view was shared with others 
the research will look into both existing theory and the reality in businesses. There will be a 
constant interaction of existing theory about strategy, strategic change and the BSC with the 
application of the BSC and strategy in present reality. To be able to study this interaction of 
theory and empirics there should be a fundament framing the way this research will be 
performed, namely a research strategy. 
 
 

3.4	  Research	  strategy	  
The variety of research frameworks can be enlightened and distinguished by answering, 
among others, the following questions (Patton, 2002, p. 134): 

• How do we view reality; is there a possibly single verifiable truth or are there multiple 
socially constructed truths? 

• How do we view knowledge; is it possible and desirable to be objective and 
generalisable or is knowledge subjective? 

• How should we study the world; what kind of data and design is relevant for the 
specific purpose? 

• What questions should we ask? 
• How do we personally engage in inquiry and do we at all? 

 
How we answer these questions are decisive of what kind of study will be performed and 
what kind of result it will generate. These questions will be answered in separate sections 
below, starting with the research strategy which will lay the foundation of this study. 
 
The purpose of a research strategy is to set a comprehensive and coherent framework for the 
decisions made about how to conduct the research and treat the results (Patton, 2002, p. 39). 
Among other issues it answers the question of how we personally engage in inquiry and 
whether we do at all. As Watt-Boolsen (207, p. 19) expresses the aim with research is to build 
a ground to make qualified judgments. To get there there is a need for knowledge, 
understanding, utilization and analysis which can be acquired with different strategies. 
 
The two main strategies are Qualitative and Quantitative. Both strategies may research causes 
or relationships in a certain area, but the means to do so are different and thus the results will 
be different (Watt-Boolsen, 2007, p. 17). According to Patton (2002) the choice of strategy is 
regarding, firstly, to what extent the researcher manipulates the phenomenon under study in 
advance and, secondly, to what extent predetermined variables are used to describe the 
phenomenon under study. To explain the two main strategies in these terms it can be said that 
a quantitative researcher tries to control the study conditions by changing or holding external 
influences constant. A limited set of variables are often studied and questionnaires with 
predetermined response categories are often used for data collection. Quantitative researchers 
aim to find a quantifiable and objective result that could be transferred to situations with 
similar settings (Bryman & Bell, 2003, p. 81). 
 
In contrast, the qualitative researcher aims to study the real world setting without trying to 
control or eliminate situational variables. Any data that emerges and that is important for 
understanding the phenomenon under study is evaluated, often using open-ended, 
conversation-like interviews (Patton, 2002). This research strategy is more flexible and 
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tolerant to ambiguity which makes the result more context-specific and more subjective 
(Bryman & Bell, 2003, p. 289). 
 
To see the foundation in the light of the purpose of this research, to contribute to a deep 
understanding of the issue on hand, it implies that the deep understanding is most beneficially 
extracted in an uncontrolled real-world setting. The researcher’s personal engagement in 
inquiry is thereby low when it comes to eliminating situational variables. On the other hand, 
the researcher’s engagement is relatively high when it comes to interpreting and analyzing 
what reality the respondents are trying to display. This kind of research is tolerant to 
ambiguity and sees that the results might be subjective, but expresses the reality and 
knowledge true in the specific context. To give the values and decisions in this strategy a 
common name, it would be called a Qualitative study. 
 
The questions mentioned in the beginning of this section can even be answered somewhat 
differently within the qualitative framework and therefore it is important to declare such 
methodological standpoints. The following sections will clarify how these questions are 
answered in this research. 
 
 

3.5	  View	  of	  reality	  and	  knowledge	  
This section will answer the questions of how we view reality; is there a possibly single 
verifiable truth or are there multiple socially constructed truths? How do we view knowledge; 
is it possible and desirable to be objective and generalisable or is knowledge subjective? 
 
The view of reality, ontology, entails to any extent either an objective or subjective view. 
Objectivists argue that there is a ”true reality” while subjectivists or constructionists argue 
that the reality is dependent on the social context (Johansson-Lindfors, 1993, pp. 39-40). This 
latter is in accordance with my personal view of reality. To view the purpose of this research 
through the constructionist view, there will not be one true answer that constitutes the reality 
of how strategy and strategic changes are reflected in the BSC in any given case. The purpose 
has been formulated in that certain manner since I hold the constructionist view. 
 
Epistemology concerns how knowledge is perceived, revealed and created and whether there 
is true knowledge. Two main divisions of stance are positivism and interpretivism. 
Positivism, however, is not relevant in this research since the belief is that true knowledge can 
be collected from a reality and should not contain personal values. The role of the researcher 
should be neutral which implies that he or she could be exchanged for someone else at any 
time without affecting the study (Watt-Boolsen, 2007, pp. 29-30). Such a view of knowledge 
is often connected to quantitative strategy rather than qualitative where subjectivism and 
personal values are recognized as being part of the study. 
 
Interpretivism is a part of the hermeneutic paradigm (Bryman & Bell, 2003, p. 15). 
Hermeneutics sees that interpretation is an important part of understanding human action. The 
understanding of a situation can be found through the eyes of a social actor (Watt-Boolsen, 
2007, p. 31). That is compliant with the constructionist view that reality is constructed 
through social interaction and dependant on its actors, i.e. humans (Bryman & Bell, 2003, p. 
20). The researcher’s role is to understand the study object in a specific context through 
interpretations (Watt-Boolsen, 2007, p. 32). That is what is aimed for in this study; to deeply 
understand how an existing BSC is connected to the underlying strategy. The understanding 
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of how theories in the two areas, strategy and the BSC, can be connected in a real business 
context will be interpreted and explored. How this knowledge will be collected is accounted 
for followingly. 
 
 

3.6	  Research	  design	  and	  method	  for	  data	  collection	  
How we should study the world is the next issue to handle answering the following questions: 
what kind of data and design is relevant for the specific purpose? What questions should we 
ask? And again; how do we personally engage in inquiry and do we at all? 
 
The research design sets the framework for data collection and analysis (Watt-Boolsen, 2007, 
p. 49). As Yin (2009, p. 26) describes: ”the design is the logical sequence that connects the 
empirical data to a study’s initial research question and, ultimately, to its conclusions.” The 
design and method for data collection should be coherent with the strategy, the view of 
knowledge and reality, the approach and ultimately the purpose of the research. 
 
The research strategy is to examine the issue in a qualitative manner. This implies that a deep 
understanding of ”how” and consequently ”how well” will be sought for. The result will be 
subjectively affected by interpretations and perceptions of both the researcher and the study 
objects. Many designs has advantages for different purposes, but a case study is appropriate in 
this study and is common when the questions of how and in what way are to be answered, as 
in this study. 
 
There are different kinds of case studies, although a common description could be that it is 
advantageous to use when (i) the study investigates a ”contemporary phenomenon in depth 
and within a real-life context” (p. 18) and when (ii) the result and the analysis benefit from 
guidance of prior theoretical propositions (Yin, 2009, p. 11, 18). To address the first 
implication, the researcher’s personal interference will not be subject in controlling the 
context or environment; the real-life context will remain. Although, personal interference will 
be affecting the result with a degree of subjectivity in the analysis. In the second issue, the 
benefit of theory in this case is that literature on strategy and the BSC provide a theoretical 
framework used as guidance in how the issue on hand will be approached and later analyzed 
to contribute to the existing theories with a real-life context. In other words, this study will 
investigate how the theories of strategy and the BSC are applied in the real world.	  
 
Further, the case study is appropriate when the view is that reality is constructed by the social 
context. In this study the empirics will be drawn from a social context, being the specific 
company setting. Often is the need for a case study aroused by the desire to understand a 
complex social phenomenon (Yin, 2009, p. 4). A case study is descriptive and aims to 
thoroughly understand a specific situation or context (Watt-Boolsen, 2007, p. 40). The social 
phenomena or the specific situation in this study is how the connection is actually made 
between the BSC and the underlying strategy. Further, the communication of changes in 
strategy and the BSC will be very dependent on the social interaction of its actors, i.e. the 
employees. 
 
Letting the study objects give their view of their experienced reality and contributing with 
their interpreted knowledge is important for the purpose of this research since they are the 
ones present in this real-world setting that is being studied. The data collection method of 
conducting open interviews will be able to extract a deeper understanding from the issue since 
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certain answers and topics can be followed up on and further developed as they are revealed. 
This in comparison to if a survey would be used to collect the data, which is a very structured 
and controlled way of extracting empirics. Therefore, the natural choice is conducting 
interviews to collect the empirics. 
 
The approach is that certain existing theories of strategy and strategic changes will be applied 
in a BSC context in a real-world setting. The departure is existing theory that will be put into 
an empirical context and finally end up in a theoretical contribution. The aim is to get a deep 
understanding of how the BSC and the strategy are connected to each other in an existing 
BSC. That approach provides a core of which the interviews will be built on. Meanwhile, 
there should be room for the reality to play its role and guide the empirics in any relevant 
direction. Therefore the method to collect data will consist of an interview guide with open-
ended questions, where the departure is built on theory, but the outcome will be affected by 
each respondent’s perceived reality. 
 
 

3.7	  Choice	  of	  sources	  
The choice of empirical sources should represent what the study aims for and will be different 
according to the strategy of the research. When the purpose is to picture a generalisable issue, 
as in a quantitative study, the sample to study should be representative in that it should 
generate the same result if another representative sample would be taken from the same 
population. That is not the purpose for this study, mainly due to my view of reality and 
knowledge. The view is that knowledge cannot reveal a true objective reality; it depends on 
the context, and that knowledge is affected by perceptions and personal values. The result that 
will be generated by this study will thereby be true to the specific context of which the 
conclusions were drawn and only to a certain extent analytically but not statistically 
generalisable to other contexts (Yin, 2009, p. 15), all in accordance with the qualitative 
manner adopted in this study. Therefore there is no need to find a representative sample, 
although, there is a strong need to openly describe what the decisions in the selection process 
are based on. The first step, defining what a case should represent in this study. 
 

3.7.1	  Defining	  a	  case	  
To be able to proceed with other important methodological decisions the cases to study must 
firstly be defined. A case can be of different natures and have different purposes, all 
depending on what they should represent. In this study, there is a firm theoretical ground 
where the purpose is to place theories on strategy, strategic change and the BSC in a real-
world context. The cases should help to increase the deep understanding of how strategy is 
really connected to the BSC, whether the theories are relevant also in the real world. 
 
As Yin (2009, p. 47) describes, a case can have different rationales. The critical case is one 
rationale, where the case is used to test an existing theory. The theoretical propositions will be 
confirmed, challenged or extended with a case that matches the conditions required to test the 
theory. I argue that the critical case would be appropriate in this study; theories on strategy 
and the BSC will be evaluated in a real-world setting with cases that should match some 
criteria (soon to be accounted for later in this section) that are required for the particular 
purpose of this study.  
 
The type of cases, their definition, should be related to how the research question has been 
formulated (Yin, 2009, p. 30). The research question comprises how strategy and strategic 
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changes are reflected in a real-world BSC and how such changes are communicated 
throughout the company. Consequently, the cases cannot be found in a single division within 
a company, but must cover different levels of the company to be able to understand the 
communication process between them. To increase the understanding of how the strategy is 
really connected to and reflected in the BSC the cases must cover the process of working with 
strategy formulation and implementation as well as with BSC formulation and 
implementation. 
 
Another choice to make is to decide whether a single case or multiple cases are most 
appropriate to use. I have chosen to call this a multiple case study. Even though the cases will 
be selected from the same company, they will represent different hierarchical levels and 
different parts of the BSC and strategy process. A division of them into separate cases will in 
my opinion extend and clarify the analysis of possible differences and similarities between the 
cases or levels if one likes. Further, an analysis will thereby be made of both individual cases 
and across the casees to further deepen the understanding of how the connection between 
strategy and the BSC is played out. 
 
Ultimately, this study will be a multiple case study where each case is the study of an 
individual’s or a few individuals’ perception of the strategy- and the BSC process in different 
contexts. Each case will be found in different levels or contexts of the company, not as 
replications of each other, but as compliments to each other. Consequently, each case will 
contribute to the understanding of how the strategy is connected to the BSC from different 
point of views i.e. viewed from different levels. How adjustments in the strategy are 
communicated through the BSC to different levels of the company will be more deeply 
understood by the multiple cases. Ultimately, the individual case is a study of the strategy- 
and BSC processes. Studied in multiples, they will cover the communication process existing 
between different levels of the company and thereby deepen the understanding. 
 
To summarize, the following case criteria were considered: 

1. Each case is working with different levels or stages of strategy and the BSC 
2. A connection exists between each individual case in terms of communication in any 

aspect 
3. Every case should be extracted from different levels of the same company. 

 
Now knowing what each case should represent, the next step is finding a company where 
cases matching those criteria can be found. 
 

3.7.2	  Criteria	  a	  company	  should	  posses	  
The first criterion when choosing a company to study, and a very basic one, was that it should 
be using a BSC and be willing to participate in the study. A second criterion was that the 
company should have a person or group of people continuously working with the strategy and 
with the BSC. It could then be ascertained that the BSC and the strategy were consistently 
evaluated and revised if needed. This to give the case a possibility to study a possible change 
process. Further, to study the communication process within the company my intention was to 
study a mid-sized or big company in the aspect of number of employees, being the third 
criteria. My conviction is that the communication process is more complex and challenging in 
a bigger company in comparison to a smaller company. Therefore a study of a mid-sized or 
big company could contribute to more aspects of how changes in the strategy and the BSC are 
communicated. 
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Followingly, studying how well changes are communicated implies for this purpose studying 
different levels of the company where each level is working with different aspects of strategy 
or the BSC. As an example one level could be formulation, another level could be 
implementation and a third level the daily work. The fourth criteria is thereby that it should be 
possible to identify people working in different stages or levels of the strategy- and the BSC 
process. That in turn might comprise studying different units of the company. The last and 
fifth criterion is then that there should be a connection of cooperation and communication 
between the different studied units of the company. This means that, in regard of 
communication, any case should not be isolated from the other, but a chain between the cases 
should be able to be identified. In the very least the communication chain should be that Case 
1 communicates in any aspect with Case 2 that in turn communicates with Case 3 etc. If it 
turns out that there is no communication in any aspect between Case 4 and any other case, 
Case 4 would be excluded from the study since the chain is broken. This communication 
chain could occur in any form, i.e. written or spoken, formal or informal etc. This basically 
because in order to be able to study a communication process it must exist. 
 
To summarize, the following company criteria were considered: 

1. The BSC is used within the company 
2. The strategy and the BSC are continuously scrutinized and evaluated 
3. The company is big or mid-sized 
4. Different people are working in different stages of the strategy- and the BSC process 
5. Each stage or level should be connected through cooperation and/or communication 

 
When having defined a number of necessary criteria, the process continues with finding a 
matching company. 
 

3.7.3	  Finding	  a	  matching	  company	  
The actual selection process turned out to be very challenging. Firstly, the BSC is most often 
used as an internal tool and as an external party it is not very easy to know whether a BSC is 
used or not. Secondly, some criteria that I found necessary, is also hard to identify by the first 
look. Especially criteria 3-5 would require some kind of initial investigation or questioning 
once the first and second criteria were affirmed. Thereby, at the first interview it was a bit 
insecure whether the selected company would apply to all criteria. It turned out to be very 
well fitted. 
 
The selection process turned out to be very time consuming. The first step was searching the 
internet of a sign of some relevant company that uses the BSC today. When searching for 
other university dissertations I came over a study of the BSC made at Nordea in Malmö 2006. 
I must say it surprised me. During my studies I had worked at Nordea in Umeå for 3 years and 
never even heard the word BSC being mentioned. Directly it caught my interest that the 
communication of strategic- and BSC changes must be fruitful to study. 
 
I contacted the bank here in Malmö and that is where my contact network and the snowball 
soon to be explained started growing. I also used my previous contacts from working with the 
company to really push them into wanting to be in the study. The effect of my growing 
contact network starting in two ends, in Malmö and in Umeå, ended up in Stockholm where 
the initial interviewees were found. That contact later built on to more relevant interviewees. 
That was how the long and challenging process of finding an appropriate company started and 
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ended. It turned out that Nordea had a well-implemented BSC that was firstly introduced in 
the group Nordea around the year 2000. The BSC is reviewed quarterly and they have a 
formulated process of how the communication would go from one level to the other starting 
from the top. At each level it also turned out that in different stages, there was always a 
management team involved in formulating and implementing the BSC at each respective 
level. Finally, the company is defined as a big company. When having found a company that 
matches those five criteria, the selection process continued to select the individual objects to 
study. 
 

3.7.4	  Choosing	  the	  interviewees	  
As already has been stated, general representativity is not sought for. Although, the sample 
taken from the chosen company should in a specific context represent the issue of study. More 
closely, the sample should stand for different views and angles of the issue. To put a name on 
the sampling method it could most appropriately be called the snowball method. An informant 
was used in the initial part of finding a sample. As described by Ryen (2004, p. 83) an 
informant is someone placed within the system and can be used as a door opener for prospect 
interviewees. The snowball effect makes its entrance when one contact leads to a 
recommendation of another contact which in turn leads to other contacts and so on. In this 
study the initial informant was present in Malmö. To even strengthen my possibilities of 
getting a first interview, a personal contact in Umeå was also used to emphasize to the contact 
in Malmö that Nordea should try their best to find the appropriate persons to interview. The 
Malmö contact, in turn, lead to establishing a contact with the Head of Group Planning & 
Forecasting who plays an important role in both the strategy- and the BSC process. From 
there on, the network of contacts grew. 
 
The aim when selecting the study objects was to get a diverse representation of the company, 
where every object could contribute with some new angle until the views and perspectives 
seemed saturated. One aspect that is not represented in the study is gender. Male 
representatives are over represented, although I am convinced that the results of the empirics 
would not strongly depend on gender. To make sure that the interviewees were relevant for 
the purpose of the study, some criteria were stipulated. 
 

3.7.4.1	  Selection	  criteria	  
Firstly, the cases should contain individuals with different length of experience from working 
with the BSC, just to add on to the width of the answers. Secondly, each individual should be 
involved in the strategy- and/or BSC process to some degree. Finally, each individual should 
be generated from different levels of the strategy- and/or BSC process, maybe hierarchical 
levels of the company. Notice that this criteria would also imply that at least one individual 
would be drawn from each case identified and those cases should be connected regarding the 
communication. 
 
To summarize, the following case criteria were considered: 

1. Each case contains individuals with different length of experience 
2. Each individual is involved in the strategy- and/or BSC process 
3. Each individual is working with different levels or stages of strategy and the BSC 

process 
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3.7.4.2	  Defining	  the	  appropriate	  number	  
When deciding upon how many interviews to perform, I argue that it cannot be definite in 
advance. The number of interviewees should represent some kind of saturation in regard of 
how much new information will be generated from another interview. Although, since the 
study should investigate the issue in depth, the number of study objects are rather a few than 
many. As Gerring (2007, p.1) expresses: ”Sometimes, in-depth knowledge of an individual 
example is more helpful than fleeting knowledge about a larger number of examples.” This 
supports my argument that the sample can be small and still fulfill its purpose. Further, adding 
too many cases or interviewees could make the sample too heterogeneous which in turn 
makes it difficult to find the common denominator that is necessary for being able to truly 
understand the issue of study. Therefore, including additional cases should never compromise 
the investigation, but be ”sufficiently similar to provide useful information.” (Gerring, 2007, 
p. 50-51). The homogeneity of the sample in this study should be that all interviewees are 
currently working with strategy and/or the BSC, and are all interconnected in some aspect of 
communicating with each other. 
 
The number of interviewees is also dependent on how many levels that can be identified 
within the company. The levels should regard levels in the process of working with strategy 
and the BSC. To be able to state that different levels have been studied, a reasonable 
argument is that cases from at least three levels should be included. As the process developed 
and after close evaluation with help of the respondents, five levels of the process, and also 
hierarchical levels, could be identified. It seemed both appropriate and feasible with 
conducting 5 numbers of interviews classified in 5 numbers of cases, whereby one interview 
involved two interviewees. The company, each case and how the cases are interconnected will 
be closer presented below. 
 
 

3.8	  Presentation	  of	  study	  objects	  and	  company	  

3.8.1	  Nordea	  
The Nordea group was founded in 2000, but its originating Nordic banks have in some cases 
been established since the 1800’s. Since the 3rd of December, 2001 all business within the 
group is conducted under the brand name Nordea (Nordea – Vanliga frågor). In 2001 the BSC 
was introduced at corporate level. In 2004 the company was awarded and appointed to Kaplan 
and Norton’s, the founders of the BSC concept, Hall of fame after using the BSC according to 
their methodology and thereby achieved an outstanding performance in the BSC context 
(Edvinsson, telephone contact, 28 January 2010). The BSC can now be considered as well 
established and widely used within Nordea. 
 
Nordea is represented in 9 countries in Europe, where the Nordic countries represent the 
home-market (Nordea – Vanliga frågor). It holds a total of about 1 400 offices (Nordea annual 
report 2008, p. 2) and in 2009 employed a number of about 37 000 people (Nordea – Nordeas 
medarbetare). The two biggest stockholders are Sampo Oyj and the Swedish state, holding 
about 20 % each in the end of 2009 (Nordea - Aktieägare). 
 
The new President and Group Chief Executive Officer (CEO), Christian Clausen, assumed in 
2007 (Nordea – Group Executive Management). The mission of Nordea is today ”Making it 
possible” with three central values: Great customer experience, It’s all about the people and 
One Nordea team (Nordea – Mission, vision and values).	  Three customer areas are included 
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in the Group's business organization: Nordic Banking, Private Banking and Institutional & 
International Banking (Nordea – Organisation).	  
 
Within the BSC process one can identify five different levels (Edvinsson, telephone contact, 
28 January 2010): the corporate level, Business area on the Nordic level, Business area on 
country level, Divisional level and Business unit level. In this study I have managed to cover 
all these hierarchical levels, separated in individual cases. These cases and their 
representatives will be presented below. 
 

3.8.2	  Study	  objects	  in	  the	  case	  study	  
Case	  1	  –	  Corporate	  Level	  
Sven Edvinsson and Carin Engström work in the Group Corporate Center within business and 
finance. Engström has worked for Nordea since 2001 and is now situated in a department 
called Group Planning and Control. Edvinsson has been with Nordea since 1992 and is now 
working in a unit within the same department as Engström called Group Planning and 
Forecasting. The department is responsible for preparing material as decision basis for the 
group executive board, presenting forecasts for the corporation and compiling the financial 
results from an operative view. Furthermore they are responsible for the methodology and the 
concepts within the BSC and the Planning and Performance Management Model (PPMM), 
which will be further explained in the next chapter. 
 
They have both been working with the BSC from the beginning of its life at Nordea around 
2000 and are still working actively with it. They were both part of the project group, 
Edvinsson being one of the leaders, that started building the scorecard at corporate level and 
developing the PPMM at Nordea. The group today exists of about 20 people considered to be 
the most knowledgeable group within the subject and they consider themselves as a kind of 
competence center for all parts of the organization that might have issues with the BSC. 
 
Both Edvinsson and Engström had previous knowledge of the BSC, Edvinsson from working 
with it at Nordbanken before the Nordea group was created and Engström from different 
seminars, literature and previous workplaces. 
 
Case	  2	  –	  Nordic	  business	  area	  level	  
Jens Holten-Larsen is head of Nordic Banking Planning within the business area Nordic 
Banking and has been working in the current area of Planning for the last 10 years. They are 
responsible for the corporate- and retail customers in the four Nordic countries. 
 
Holten-Larsen was also part of the group initiating the BSC and the PPMM. Inevitably, he 
worked a lot with the BSC in the beginning of its history since he was responsible for making 
sure it was implemented in Nordic Banking, but he explains that today it is very well 
implemented, so he does not work as actively with it. Although, he does take part of regular 
updates. Holten-Larsen has been working for Nordea for more than 40 years and had previous 
experience of working with the BSC at the Danish part of what is now Nordea. 
 
Case	  3	  –	  Swedish	  business	  area	  level	  
At the third level we find Andreas Rubarth. He works as a business controller at Banking 
Sweden. That is the Swedish part of the business area Nordic Banking, the biggest business 
area within Nordea holding all the bank offices. They are now a group of 7 people working 
with the Planning & Control for Nordic Banking Sweden. Rubarth’s main duty as Region 
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controller is to assist the different regions with analyses and basic data. He is also responsible 
for the reporting issues within this group and that is where the BSC comes in to play. When a 
strategy is set and filtered down to the Nordic Banking level they give input in how the 
different KPI’s should be measured. 
 
Rubarth has been within this area for 1,5 years, but has also worked in other similar units 
within Nordea before that. Before 2005 the BSC existed within the Regional banks but then it 
was introduced to all bank offices and Rubarth was one of those who went on a road show to 
present the concept BSC at business unit level. All office managers where provided with its 
background, its theory, how the system would work and what was expected of them as 
managers. Since then Rubarth has worked with the BSC and has no other experience from 
outside of Nordea. 
 
Case	  4	  –	  Division	  level	  
The respondent interviewed at this level has asked to be anonymous and will henceforth be 
called ”Division”. They work with business development, strategy, business control and 
management reporting within a division called Financial Institutions. They aggregate the units 
with customer responsibility. Division explains that basically all financial institutions that are 
customers at Nordea have their primary contact with managers within this division. They have 
been with Nordea since 2002 and that is when the division started working with the BSC. 
 
Division has no previous experience of the BSC, but today has the role to drive the discussion 
within their management team about how their division BSC should look. They are guided by 
a framework provided from both their business area and the corporate level. Then they 
formulate a proposal of their own BSC which is then presented to the business area 
management. 
 
Case	  5	  –	  Business	  unit	  level	  
The respondent at the business unit level has asked to be anonymous and will from now on be 
called ”Unit”. Unit works as an office manager over 3 offices and about 40 employees. They 
hold both private and business customers. They have worked with the BSC since it was 
introduced about 7-8 years ago and have been involved in strategy matters for 15 years, 
starting when they became office manager. 
 
Today Unit works with a BSC towards his superior manager, the region manager. Unit’s role 
today is to decide, together with the superior, what targets to set in the KPI measures. Further, 
Unit is also responsible for translating the overall strategy into the local market and to make 
sure that the staff has appropriate measures, KPI’s, which reflect relevant parts of that 
strategy. Unit has not explicitly introduced the BSC to the staff. The staff rather work with 
KPI’s extracted partly from his BSC. 
 
Case	  interconnection	  
To visualize how these cases are interconnected, as a matter of communication, a figure has 
been created (see Figure 4). The larger arrows pointing down in comparison to the arrows 
pointing up represents the fact that the communication process is top-down to a greater extent 
than bottom-up. Furthermore, there is communication directly from the corporate level to 
each individual level mainly through the intranet, visualized by the arrows coming from the 
right. 
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Figure 4. Interconnection between cases 
A visualization of how the communication moves between each case and thereby creates an interconnection. 
 
 

3.9	  Data	  collection	  process	  

3.9.1	  The	  interview	  guide	  
The prewritten interview guide might be called structured in the sense that the questions are 
structured and formulated before the interview is performed. On the other hand, it is not a 
structured interview in the sense that the questions are not giving certain predetermined 
alternatives of how to give an answer; they are rather open-ended and formulated as a guide 
for the interviewer rather than for the interviewee. 
 
Common criticism of structured interviews is that it does not fully and deeply capture the 
interviewee’s perspective as the purpose with a qualitative interview is. The interview should 
rather be unstructured or semi-structured where only discussion subjects are decided before 
the interview, but no formulated questions (Ryen, 2004, pp. 44-46). However, when the 
researcher has a clear picture of what issue to study structured interviews must not be 
negative. An interview guide with a good structure increases the focus of the interview and 
makes sure that no important areas are forgotten (Ryen, 2004, pp. 44-46). Further, to make 
sure that the formulation of the questions were not leading I decided to formulate the 
questions prior to the interview to get them scrutinized. As Ryen (2004, p. 46, translation 
made by Emma Spetz) explains: ”The depth and the closeness is not eliminated because one 

Nordic	  business	  
area	  level	  

Corporate	  level	  

Swedish	  business	  
area	  level	  

Business	  unit	  
level	  

Division	  level	  
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is well prepared.” She further declares that being well prepared is not the same as being non-
spontanious and not acting on initiatives, which should be avoided. To ascertain a deep 
understanding, there must be a tolerance for deviations from the interview guide and follow-
up questions as the interviews proceed. No matter whether one might call the interview 
performed in this study structured or not, the most important point to make is that the 
interviews will, regardless of the interview guide, follow up on spontaneous discussion 
subjects and possess the flexibility needed to maintain the depth of the study. 
 
Some pointers when constructing an interview guide is that it should start with some 
introductory questions to induce the interviewees into a conversation-like interview. The 
middle part should be the core of the interview where the most important questions are asked. 
To finish off there should be some questions with a lighter substance to get a natural flow of 
the conversation (Ryen, 2004, p. 47). 
 
The interview guide starts with a general introductory question, question 1, to start up the 
conversation. It then moves on to asking for some background information about the BSC in 
questions 2-8. Followingly, questions 9-11 are regarding BSC changes. After that the topic 
transcends to strategy. It starts with some background of the concept in questions 12-16 to 
move over to strategic change in questions 17-20. The last section is where the connection is 
made between the BSC and strategy. This section, and especially questions 21-26, is where 
the strongest emphasis will be for the purpose in this research. Although, without having the 
background there would be no understanding of what the view and processes of strategy and 
the BSC look like from the interviewees' perspective. I therefore regard that each question is 
important for the depth of the empirical data. Finally, to finish off the interview in a natural 
and general sense, the interviewees are asked if they would like to make any additional 
comments on the issue. 
 

3.9.2	  Conducting	  the	  interviews	  
All interviews were made over telephone, conducted in Swedish except for the interview with 
Holten-Larsen which was conducted in English. The interviewees were introduced to the 
subject of the research prior to the interview. They were also shown a simpler version of the 
interview guide, everyone except Division, where the core of the interview was displayed. 
However, it was also explained that relatively spontaneous feelings and answers were 
desirable for the study. Furthermore, the interviewees were offered anonymity, both on 
individual level and company level, to increase their comfortableness to answer the questions 
as deeply and sincerely as possible. Two respondents chose to take this opportunity, namely 
the representatives at divisional- and business unit level. 
 
Before the interviews started it was made sure that a good amount of time was set off for the 
purpose of the interview and that the interviewees were in a comfortable and quiet 
environment. The only interviewee that did have a limited amount of time was Unit, whereby 
the interview was affected in a slightly negative and stressed way towards the end of the 
interview. Further, the interviewee was interrupted at two occasions by other phone calls. 
Although, the interviewee was able to return quickly to the interview at both occasions. I did 
experience that some answers were slightly shorter than in the other interviews which might 
have been to the time constraint. I, as the interviewer, finally made sure that the respondents 
were comfortable with my recording the interview, but only for strictly personal use. 
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As the interviews started and progressed the interview guide was followed to the extent that 
the questions followed a natural flow according to what the interviewees responded to each 
questions. Additional follow-up questions were asked whenever I felt needed, such as ”could 
you please explain further”, ”how do you mean” and ”do I understand you correctly when...”. 
When the interviewees started to drift off from the original question, the answer was taken 
notice of and then the original question was asked again. At some occasions several questions 
were answered as one response, whereby some questions were not asked again if they were 
already sufficiently answered. 
 
 
To conclude the interviews in a more technical overview the following table has been 
provided: 

 Edvinsson & 
Engström 

Holten-
Larsen 

Rubarth ”Division” ”Unit” 

Time spent 50 min 55 min 70 min 65 min 50 min 
Mood of 
interview 

environment 

Relaxed, but 
Edvinsson 

was leading 
the interview 

while 
Engström 

mostly filled 
in or agreed 

Very relaxed 
environment 

and great 
willingness 
to deeply 
explain 

Very relaxed 
environment 

and a 
willingness 
to deeply 
explain 

Very relaxed 
and a great 
willingness 
to deeply 
explain 

A slightly 
stressed 

environment 
towards the 
end, more 
follow up 
questions 

were needed 
Extent and 
degree of 

substance and 
relevance in 

answers 
provided (out of 

5) 

5 5 5 5 4 

 
Table 1. Interview process overview 
The table provides a summary of the interview processes and the experienced mood during the interviews. 
 

3.9.3	  Treating	  the	  data	  
Directly after the interviews were conducted they were transcribed with help from notes taken 
during the interview and the recorded version. To the extent possible and relevant, the 
responses were transcribed as stated. Followingly, a copy was sent to each respondent to give 
them an opportunity to scrutinize and approve what had been transcribed. Two minor changes 
were thereby made, one correction in Engström’s interview and one in that of Unit. 
 
Then the process of analyzing and categorizing the empirical data started. Getting the facts 
right is essential, but all data acquired through an interview requires interpretation. The 
ambition is to understand the empirical data from the respondent’s point of view (Gerring, 
2007, p. 69, 71). To maintain the focus on the purpose of this study the empirical data was 
understood and analyzed through the theoretical premises given in the Literature review 
chapter. A central concept as the view of strategy was mainly used to provide a basis for 
where the respondent departure from. The ideas of how well the BSC and strategy are 
connected and how such a connection is understood was more central to the analysis of the 
empirical data. That along with an analysis of how the communication of changes is 
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understood is the actual core of the result of this study. Those areas will contribute to the real-
world understanding of the BSC as a strategic communication tool. 
 
 

3.10	  Preconceptions	  and	  a	  presentation	  of	  the	  author	  
This research is not free from assumptions and does not aim to be completely objectively 
analyzed. Therefore it is important for all readers to know on what grounds such assumptions, 
interpretations and standpoints are originating from; a relevant presentation of the author’s 
background and preconceptions will follow. 
 
I am now studying the last semester of my Master in Accounting and already have a Bachelor 
in International Business from Umeå University. Even though I am still a student I have some 
significant working experience from different industries such as the restaurant business, oil 
trading and most recently from the real estate business. Further, I have been working at 
Nordea for several years during my studies in Umeå. My interest in the importance of people 
of an organization has always been present in my working life. It was not a surprise that when 
I first heard of the BSC in a course in France my interest grew instantly. 
 
I have taken courses in Human Resource Management, but mainly in business administration 
and feel that the topic of both a strategic management tool and the implementation of several 
softer perspectives of a company is relevant, useful and interesting. My personal view of 
strategy is that it is something to work out in time and that it should change and be adjusted to 
both internal and external circumstances. It is also my view that the people actually working 
with applying the BSC components are very important in a change process. Therefore, 
communicating with and listening to the employees on all levels is essential when a strategic 
change, and ultimately a change in the BSC, is about to occur.  
 
With these personal preferences and propositions the subject to study was chosen and the 
methodological decisions were taken. They will also inevitably follow on to the analysis and 
discussion of the empirical data. 
 
 

4.	  Relevant	  empirical	  data	  and	  analysis	  of	  it	  
This chapter will provide both the empirical data that is relevant for the study and an analysis 
of it. Some parts will thereby be more of a presentation, the first sections about the view of 
strategy, approach to strategic change and the BSC at Nordea. The purpose of these sections 
is more to provide a deeper understanding of where the respondents’ views are originating 
from. The last sections will be more deeply analyzed since they have a more direct importance 
of addressing the research question. Each case will firstly be analyzed or presented 
separately whereby a cross-examination will be provided. 
 
As mentioned, this chapter will both contain an account for the empirical data and the analysis 
of it. Empirics, sometimes with direct quotes, will therefore continuously support the analysis. 
A list of translated quotes can be found in Appendix A in a numbered list where the number 
corresponds to a given number after each quote. I consider that this is a more appropriate way 
to dispose this chapter then to have them in two separate chapters. Since the interviews were 
conducted in a conversation-like manner, it would be difficult for the reader to understand 
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avulsive parts of the empirics. Further, it would not contribute any value or quality of the 
study if the whole interviews were to be accounted for. Thereby I see it more fruitful and 
understandable if the empirical data is provided along with an explanation of its context and 
simultaneously an analysis of it. Before moving on to providing this kind of information, I felt 
it necessary to explain some new concepts. 
 
 

4.1	  Explanation	  of	  new	  concepts	  
Some new concepts were introduced during the interviews and should most properly be 
explained before moving on to the actual content of the interviews. However, the concepts 
will not be explained in too much detail with the respect of not revealing any ”business 
secrets”. 
 

4.1.1	  The	  Planning	  and	  Performance	  Management	  Model	  
The Planning and Performance Management Model, from now on called the PPMM, was 
developed and introduced at Nordea in 2000, where one important purpose was to unite the 
banks from four countries into One Nordea as the group Nordea was created (Edvinsson, 
2010). It consists of three main components where the BSC is one of them. 
 
As explained by Division the PPMM is built up by quarterly review processes where there are 
always two adjacent level managers meeting for a review of partly the BSC outcomes, such as 
the KPI’s and strategic initiatives (the concepts will be explained below). As expressed, the 
division manager has a quarterly review meeting with the business units. Further, the division 
manager has a quarterly review meeting with the business area manager who in turn has a 
meeting with his or her superior. Division calls this ”the waterfall-principle” where one 
manager has a meeting with his or her superior who has a meeting with his or her superior and 
so on. 
 
This model and those processes seem well implemented and appreciated since that is a re-
occurring subject in all interviews and are in all instances mentioned in a positive spirit. 
 

4.1.2	  Strategic	  initiative	  
A baseline represents the present position, from where a target is set. The gap between the 
baseline and the target represents a performance gap (Edvinsson, 2010). A strategic 
initiative, the activities identified (Engström, 2010), is then used to improve the performance 
to the desirable level to eliminate or close the gap (Edvinsson, 2010). As further explained by 
Edvinsson, the activities should be more than just regular day-to-day activities, but rather 
eliminate a strategic gap. 
 

4.1.3	  Key	  Performance	  Indicator	  
A general definition of a Key Performance indicator (KPI) is that they are ”a set 
of quantifiable measures that a company or industry uses to gauge or compare performance 
in terms of meeting their strategic and operational goals.” They will be established to best 
reflect the strategic and operational goals depending on the company priorities or performance 
criteria (Investopedia, 2010). 
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At Nordea they are similarly used as measures both in the BSC and as monthly performance 
reviews. They are set at all different levels of the organization depending on what activities 
should be prioritized at the time. They can be set for the specific department or at individual 
level. 
 
Now that these three frequently mentioned concepts have been explained, a first subject will 
be accounted for and analyzed, namely the strategy. Firstly, the view of strategy itself and 
later the approach to changes in the strategy. As explained in the Literature review chapter, 
there are a wide variety of definitions and approaches. To know the spectrum among the 
respondents is important to get a fundamental understanding of where later responses have its 
origin. 
 
 

4.2	  How	  the	  respondents	  view	  strategy	  
The analysis and the presentation of the empirical data will start with an individual case 
analysis to then move over to a case comparison, starting with the views of strategy. 
 

4.2.1	  Case	  1	  –	  Corporate	  level	  
Edvinsson, representing corporate level, says that strategy is a very wide concept and it is 
hard to say what view of it is right or wrong. It is more important to choose one way to look at 
it and stick to that view as long as you agree and think it is good. Basically strategy is about 
how to fulfill ones visions; the strategy is what you plan to do to get there, Edvinsson argues. 
Engström, also found on the corporate level, agrees and also adds that strategy should be a 
long-term goal. These statements support that one can see traces of Porter’s analytical view; 
that the plan is important and more long-term. However, they both also mention at a number 
of occasions that the strategy should be adapted to the needs, implying that strategy is 
something that should emerge, but consist of a stable ground; in agreement with Mintzberg’s 
process view. 
 
At Nordea Edvinsson and Engström explain that there is a ”superior saying” that exists in 
written form, which guides the employees in how to reach the company vision, mission and 
the business idea. Edvinsson explains that it covers different parts of business including 
decisions about concepts such as direction, i.e. what main activities the business should have; 
market and scope; advantage meaning that the company should identify its competitive 
advantages and place their focus there; resources including skills, assets, technical 
competence, finance, relationships etc.; environment; and stakeholders encompassing 
shareholder expectations. 
 
Another part of strategy is a code of conduct including being a good citizen and considering 
the environment, Edvinsson says. ”There are many factors that the strategy must consider 
and respect.”(1) In that sense he agrees to Nordea’s view that there are many factors, both 
internal and external, that should be considered and weighed in to the strategy. From theory 
one can find support in that there are several different definitions of strategy, each view 
considering different internal, external and behavioral factors. I argue that it is difficult to 
define a single factor that would determine whether a strategy is right or wrong. Rather, there 
are so many influences that some factors must be chosen as superior. I argue that these 
superior factors are what Nordea has stated. 
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As agreed by Edvinsson, Nordea’s strategy implies that it is important to define the internal 
factors like the resources to know what goals are reachable and what strategy is realistic. 
Edvinsson explains that it is important to identify the resources when targets and goals are set 
in order to be sure that they are reachable. He argues that it is important that the goals should 
be realistic and not just wishful thinking; therefore one must have the appropriate resources. 
The strategy also implies that external factors are affecting the strategy such as the 
stakeholders’ expectations, the activities needed in a chosen market segment and the 
environment. One can find aspects that agree with the systemic approach described by 
Whittington (2002). One example that is in agreement with the systemic approach is that 
knowledge of the market and its state, and variations of it, are important. Another example is 
that strategy is also affected by the internal networks in the relationships, skills and technical 
competence, named resources by Edvinsson. 
 
Strategy is viewed as a top-down process, but as Edvinsson explains, every decision made is 
based on some decision basis which is provided from below. Ultimately, strategy is planned, 
but will inevitably experience change. The views of Edvinsson and Engström does not seem 
to differ a lot from that of Nordea since there is a plan to guide the employees in how to reach 
the goals. 
 

4.2.2	  Case	  2	  –	  Nordic	  business	  area	  level	  
Holten-Larsen, on the Nordic business area level, phrases the definition a bit differently. As 
he says that strategy is ”The ability to use the company resources to reach company goals; 
that is a good definition in my opinion”. To implement the strategy he says that one needs ”a 
rigorous process to make sure that everything is done in the right order, by the right people 
throughout the year.” I argue that since Holten-Larsen explains strategy as a matter of how to 
go about, the processes are in that sense the strategy. He further explains that their way of 
establishing and implementing their process at Nordic Banking is the PPMM. The processes 
are extremely important in big organizations as he puts it. These statements imply that the 
strategy should not be completely emerging, but needs a plan and are in agreement with 
Mintzberg and Waters (1985) who also states that realized strategy has a bit of both deliberate 
and unintended, that they are the sum of planned and emerging activities. 
 
Holten-Larsen explains Nordea’s view of strategy as quite similar to his own, but that it also 
includes the overall goals and aspirations as part of the strategy. He argues that generally 
speaking the strategy is more how to reach the goals, but believes that one often tends to say 
that ”our strategy is to become this and that”. Holten-Larsen states that the vision and 
mission of Nordea is visible through the mission statement. There everyone can find Nordea’s 
different customer concepts and ”ways of approaching and changing things”. 
 

4.2.3	  Case	  3	  –	  Swedish	  business	  area	  level	  
On the Swedish business area level we find that Rubarth’s view is that, similarly to the 
analytical view, strategy should be a long-term plan for how to reach your goals. The plan 
should be followed to a great extent, but also needs adjustments. Although, the short term 
decisions are more of a tactical nature rather than of strategic nature. I would not argue that 
Rubarth’s view is completely and exclusively in accordance to the analytical view. Rather that 
there is a touch of the process view since changes are regarded as necessary, just that they are 
rather called tactical decisions in comparison to strategic ones. As explained in the Literature 
review chapter, Mintzberg and Waters (1985) argue that strategy should consist of both 
planned and emerging factors. Rubarth expresses that ”tactics are also necessary especially 
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considering what has happened the past years.”(2) This statement does not only support that 
Rubarth believes that changes are needed, but also that the strategy should be adjusted to what 
is happening on the external market. This is a common trait within Whittington’s (2002) 
Evolutionistic view, that the strategy should be externally focused. Although, Rubarth’ view 
does not agree to the Evolutionistic approach in the sense that strategy should be short-term, 
disregarding management’s planning. 
 
Rubarth believes that the view at Nordea is similar to his own: ”I have the comprehension 
that there is a long-term plan with minor changes. We are not given any revolutionary 
strategic orientations each year, they can rather be of tactical nature.”(3) He also believes 
that the strategy is clear within the organization. 
 

4.2.4	  Case	  4	  –	  Division	  Level	  
Division argues that ”To me strategy is where you chose to invest”(4) and later says that 
”Strategy is what tells you what to do in a more structural and fundamental way.”(5) This is 
very similar to the explanation of the concept given in the Literature review chapter by 
Bengtsson and Skärvad (2001). Namely that strategy was originally introduced as the ability 
to use the company resources to reach the company goals and entails an interlinked pattern of 
behaviors describing how to reach the business visions and goals. It also contains traits from 
Whittington’s (2002) Classical planning approach that strategy should be a long-term plan of 
what resources must be used to reach the goal. Division explains that ”The tactics is in the 
short-term, how you act within certain frames during a shorter time period.”(6) Lastly, it is 
important that the strategy is substantial as expressed, implying that the strategy should be 
something that can actually be performed. A parallel could be drawn to what Mintzberg and 
Waters (1985) say about deliberate strategies that are realized as intended. In Division’s 
argument, I can understand that it is important that the strategy is formulated in a way that can 
actually be performed and realized as it was intended to be. I can interpret that Division 
argues that it is important to plan strategy according to the resources available to make the 
investments necessary to be able to execute strategy. 
 
The need for a stable core and some degree of consistency is also discussed. The strategic 
plan should be relatively consistent, with tactical adjustments. As Division mentions: ”It is 
sound and logical not to make big changes. Because if one has a reasonable strategy it 
doesn’t change that much.”(7) ”There is a strength in having continuity.”(8) This is yet 
another trait from the classical planning approach and Porter’s analytical view. Division 
agrees that Nordea does have a stable core with tactical adjustments, but that sometimes top 
management decides the strategies without considering that there are appropriate resources at 
divisional level. Thereby I argue that some aspects of the corporate strategy might become 
irrelevant in Division’s view when the right resources are not in place to be able to execute 
the strategy. In the light of Bengtsson and Skärvad’s (2001) definition of strategy it could be 
considered as a failure to implement the strategy when the strategic plan has not been adjusted 
to the actual availability of company resources. 
 

4.2.5	  Case	  5	  –	  Business	  unit	  level	  
Unit holds the view that strategy is more long-term and tactics are more short-term decisions. 
Unit explains that strategy is ”how we control something more in a long term, a few 
years.”(9) Further Unit explains that there are strategies on corporate level and on their unit 
level where they have more to say. They mention at several occasions that strategy is a top 
down process. Further, Unit has a positive attitude to change when admitting that whenever 
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the strategy is set other more tactical decisions have to be made, also supported by Johansson 
and Skoog (2007). 
 
Unit agrees that Nordea is very clear in their strategy, although they sometimes include 
tacticts in the strategy. However, Unit does not see that as a big problem since the strategy 
clearly states in what direction Norea wants to steer, and calling it strategy or tactics is merely 
a name of it. 
 

4.2.6	  Case	  comparison	  of	  the	  views	  of	  strategy	  
All respondents agree that strategy should consist of a plan for how to reach the company 
goals, or as Division expresses, what to do in a structured manner. Rubarth, Engström and 
Unit explicitly express that this plan should be long-term, similarly to the analytical view. 
 
Division argues that there should be a stable core, a stable plan if one likes, to add to the 
needed consistency. That view of having a stable foundation is supported by Melander and 
Nordqvist (2008) arguing that major changes might meet insecurity and resistance. 
Furthermore, they all agree that only minor adjustments should be made and are made to the 
strategy, explicitly called tactics by Rubarth, Division and Unit. 
 
Both Rubarth and Unit have mentioned that they have experienced that the view of strategy at 
Nordea has sometimes been a bit too short-term. It might just be as they explain, that Nordea 
mixes strategy with tactics and that the definition of it actually does not matter. Or it could be 
that Rubarth’ and Unit’s views of strategy are to a greater extent analytical and planned. 
Nordea, or consequently the top management that formulates the strategy, might have a view 
that is to a greater extent process and emerging oriented in comparison. Thereby, this feeling 
of short-term tactics being mixed into the long-term strategy might be more visible to Rubarth 
and Unit than to Edvinsson and Holten-Larsen if they have slightly different views of the 
extent to which strategy should be planned versus emerging. As Mintzberg & Waters (1985) 
lift their opinion that strategic change is less desirable among those that plan strategy to a 
large extent. Still, both Rubarth and Unit have explained that tactics are also needed, so they 
would not see strategy as completely planned. 
 
As explained by Mintzberg and Hunsicker (1988), when the attitude is that strategy is 
emerging with time, change is welcomed or even sought for. A rigid plan is not set to be 
followed, but will rather be a stance from where changes will eventually emerge and these are 
to be handled in the best way. I argue that this is very true at Nordea; all respondents want 
some kind of plan or stable core, but at the same time agree that strategic adjustments or 
tactical changes are needed and will have a positive influence. 
 
Edvinsson and Holten-Larsen both argue that the resources are important to be able to execute 
the strategy. Similarly, Division expresses that the strategy should be substantial and explains 
that their view of strategy is ”..where you chose to invest.” Thereby I draw a parallel from 
Division to Edvinsson and Holten-Larsen arguing that the resources are necessary since 
resources are needed to be able to invest, either financial- or human resources. This view is 
also in congruence to how Bengtsson and Skärvad (2001) define strategy, namely as the 
ability to use the company resources to reach the company goals. 
 
All respondents further argue, explicitly or implicitly, that the strategy is visible at Nordea 
which is very important according to Olve et al. (1999). A clear view of what to do, how to do 
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it and what the ultimate goals are is important for everyone to work in the same direction. 
This unity might be strengthened by the fact that strategy is a seemingly clear top-down 
process at Nordea. All respondents agree that strategy starts from the top and filters down in 
the organization. Thereby, all strategic or tactical decisions originate from the same source 
which could, in my view, add to some degree of consistency throughout the organization. 
 
Regarding the similarities in the views of all respondents I argue that the views are pretty 
much similar throughout all levels. There is a clear plan visible through all levels, although 
seemingly less in depth further down in the organization; there are clear goals set to be 
relevant to the specific tasks and roles; and the strategy is adjusted to both internal and 
external needs of the time being. A slight difference that can be found is that those short-term 
decisions that are continuously made are generally called strategic adjustments at Nordea. 
Although, in the eyes of Rubarth, Division and Unit such decisions are more of a tactical 
nature. 
 
The only disagreement that I can identify is in Division’s view, namely that the strategy is not 
always substantial enough at divisional level. Division sometimes experience that their 
economic resources are not always enough to make the necessary investments to be able to 
fulfill all strategic actions requested from the top. Except from that the views of strategy seem 
sufficiently similar to, as I argue, be able to work in unity and congruently. 
 
To summarize and give a visual overview of the respondents’ views of strategy, the 
previously used axis has been applied. Figure 5 below shows the respondents’ views in 
relation to eachother as a matter of the extent of planned versus emerging factors of strategy. 
 
 
Analytical view   Process view 
 
 
                                     Engström | Edvinsson | Holten-Larsen 
                                 Rubarth           Unit 
                                 Division 
 
Figure 5. The respondents’ views in relation to eachother 
The figure displays my interpretation of how the respondents regard strategy as consisting of planned or 
emerging components. The interpretation is based on the opinions lifted during the interviews regarding strategy 
matters, either implicitly or explicitly. 
 
After analyzing the views of strategy as a concept and how it is experienced at Nordea, the 
analysis will continue with a similar feview of the approaches to strategic change. This to 
further clarify the foundation for later analytical extentions of how the connection is made 
between strategy and the BSC. 
 

4.3	  The	  view	  of	  and	  approach	  to	  strategic	  change	  
This section will include the respondents’ attitudes and approaches towards strategic change. 
It will start by drawing parallels to the theory such as Whittington’s (2002) different 
approaches to change, the magnitudes of change and the proactive and reactive nature. Again, 
the disposition will firstly reveal the cases in separate followed by a case comparison. 
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4.3.1	  Case	  1	  –	  Corporate	  level	  
The	  different	  approaches	  
As already discussed, Edvinsson and Engström agree that strategic changes are necessary and 
should reflect the specific internal and external needs. Without trying to put their opinions in a 
closed box, I can say that their approach to strategic change seem to agree with Dufour and 
Stean’s (2006) contingency approach to a great extent. As mentioned in the Literature review 
chapter there is no one best way for all organizations since the appropriate behaviour depend 
on situational variables. This is present at Nordea since Edvinsson and Engström argues that it 
is up to every office manager to identify the best way to work according to his or her 
situational variable, but should always be coherent with the overall corporate strategy. A great 
responsibility is placed on management on every level to make strategic decisions; although 
the specific focus areas are provided from the top, how to execute the strategy is up to each 
level’s management team.  Another trait is that a mismatch between strategy and its 
environment leads to a change process. This is evident since Edvinsson argue that the closer 
an employee gets to the customers, i.e. the market, the more affected by a strategic change is 
his or her daily activities. Effects from the external market can also be identified in Edvinsson 
mentioning that ”During the financial crisis we focused more on security”(10) (as in taking 
less risk) pointing at needing to adjust to a mismatch in the existing strategic focus and a need 
on the external market. Also compliant with the contingency approach, strategy should be 
flexible, but provide some common ground all over the organization. 
 
From Dufour and Steane’s (2006) behavioral approach, one can see that Edvinsson and 
Engström agree that having the whole organization on board and motivated when change is 
initiated and the importance to implement strategic changes through promoting certain 
behaviour. As Engström expresses, it is important to get everyone on the same boat. 
Edvinsson further argues, that it is important for every employee and every business unit to 
think about what they can do to contribute to what is best for the corporation as a whole 
whenever a change is initiated. As supported by Olve et al. (1999) stating one purpose of the 
BSC being to increase the consciousness among people of the purpose and consequences of 
their everyday actions. 
 
Since that is up to every management team the leadership style and personality of a leader is 
something that Edvinsson thinks is a determinant factor in how well a change is implemented, 
this also being a trace from the behavioral approach. Still, Edvinsson argues that the strategy 
maps and the BSC will always change with the needs and one should always be open to ideas. 
This implies that opinions from other people than the leaders are listened to, but to different 
extents actually applied. 
 
I argue that since the characteristics of the leader has quite an affect on how a strategic change 
is met and forwarded a strategic decision made at the top could have different effects in 
different parts of the organization. That being said, I do not argue that the top management 
should be involved in the daily business of each unit, but the importance of having a clear 
strategy and vision is amplified in such a large organization when the physical and 
organizational distance is far between the top and the rest of the business. 
 
Finally, from Edvinsson and Engström’s perspectives the approach to change is both 
internally and externally focused. It is difficult, and not meaningful to this study, to place their 
views into a certain category, but it is important to say that a stable core with minor emerging 
adjustments are coveted to adjust to both internal and external needs. 
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The	  proactive	  and	  reactive	  nature	  
Changes in strategy can be reactive or proactive in relation to internal and external needs. 
Edvinsson arguing that their customers are constantly comparing what they can get at Nordea 
with what they can get in any other bank can support the proactivity. Therefore, he argues that 
it is a continuous process to always come up with new products and solutions to be able to 
follow and maintain a leading position. Similarly, differentiation and introducing new 
products before the competitors in a proactive manner by trying to foresee the market is a 
general strategy applied in many businesses. 
 
Reactivity to external changes is further argued as present at Nordea when Edvinsson states 
that strategic initiatives are constantly and continuously changing to the needs on the market 
or depending on competitors. As I have argued earlier there is a need for both proactive and 
reactive changes, which has been applied at corporate level according to Edvinsson and 
Engström. 
 
 
The	  magnitude	  of	  change	  
Engström and Edvinsson support having a stable core, Edvinsson mentioning that ”the 
fundamental parts do not change, but change of direction might occur within the 
fundamentals.”(11) when talking about the yearly review of strategy. Similarly, Engström 
argues that ”It does not need to be very big changes each year. The core strategy does not 
change very much each year.”(12) when being asked how often changes in the BSC occur. 
This implies that minor emerging or changes is preferred rather than big changes. 
 
As mentioned earlier, Edvinsson explained that the strategy maps and the BSC will always 
change with the needs. The extent to which they will change in a structural way depends on to 
what degree you want to change, he explains. ”One should always look to what is best for 
Nordea in total.”(13) These statements could be connected to what Mintzberg (1978) could 
see in his research that strategy formation and change was an interplay of environment, 
leadership and the organizational operating system also called bureaucracy. In Nordea’s 
strategy itself as described by Edvinsson it contains decisions regarding both the external and 
the internal environment, the latter representing the organizational operating system. One can 
interpret that similar to that Edvinsson regards that the leadership will either accelerate or 
dampen strategic change. I agree that it will be up to the leadership to make the final decision 
of whether a change will be introduced or not and how extended it will be. As for now 
evolutionary changes are preferred to revolutionary. 
 

4.3.2	  Case	  2	  –	  Nordic	  business	  area	  level	  
The	  different	  approaches	  
When interpreting Holten-Larsen’s responses I can find a trait from Dufour and Steane’s 
(2006) behavioral approach in that the managerial characteristics is a very essential and 
determinant factor in how strategic change is exercised and strategy is approached. This is 
evident in Holten-Larsen’s description that one of the major strategic changes that has 
occurred in the past years was initiated when the new CEO was introduced at Nordea; 
”whenever we get a new one we will get some fresh input on how to change the overall 
direction. That is also one of the reasons to have a new CEO.” That statement is very 
supportive of the behavioral approach, that the skills and role of a leader is a determining 
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factor of how changes are implemented throughout the organization. Such statements have 
been made at several occasions during the interview. 
 
Holten-Larsen argues that changes in strategy and thereby in the BSC will look different 
depending on where in the organization you are since every department has different tasks. I 
argue that that is a very flexible view of strategy and strategic change and a necessary feature 
according to Olve et al. (1999). Holten-Larsen argues that there are clear overall goals and 
aspirations, such as a focus on customer orientation, but each management team has a great 
responsibility to give opinions for instance on how certain targets should be measured. 
Although, the change process is driven from the top, he expresses. Through these statements 
and interpretations I can draw the conclusion that the overall plan set by top management 
should not be very detailed but rather frame different strategic behaviours and be adjusted to 
what is relevant at each occasion. This is not in agreement with the Classical approach 
described by Dufour and Steane (2006) stating that a center of authority can initiate and 
control the whole process of defining and applying strategy. It is closer to the explanation of 
the contingency approach, which also places a great responsibility in the management. It is 
further stated in that approach that a mismatch between strategy and its environment leads to 
a change in strategy seeking to align it with the control systems, the management processes 
and leadership style. Also, in Holten-Larsen’s view there seems to be an external focus in 
what influences the strategy to change. 
 
 
The	  proactive	  and	  reactive	  nature	  
Holten-Larsen sees strategic change as a learning loop. Similarly to how Olve et al. (1999) 
describe that working with the BSC often also leads to adjusting the strategy and the vision, 
Holten-Larsen argues that it is part of Nordea’s integrated PPMM that they ”follow up and we 
learn and then we change.” The statement might also be connected to that Kaplan and Norton 
(2005b) argue that strategy is a set of hypotheses that should be tested. Holten-Larsen 
believes that the scorecard might lead to a change in strategy as well as the strategy might 
lead to a change in the scorecard. One might say that the hypotheses are tested and might need 
adjustments. Any change, in the scorecard or in the strategy, give new performance that they 
learn from and make further changes. Thereby I argue that the strategy- and BSC changes at 
Nordea can have both a reactive and a proactive nature; a change in the BSC can be a reaction 
to a change in the strategy, but it can also be a proactive action to forego a change in the 
strategy. 
 
Further he explains that after the yearly strategic review managers at different levels try to 
foresee what KPI’s are important to measure next year. That indicates at least a strive to be 
proactive in what the business should focus on in the coming years. 
 
Holten-Larsen also emphasizes the need to change ”when things happen that we have not 
foreseen.” A concrete example of such an unforeseen factor was when it was predicted in the 
end of 2008 that the capital resources would be the main constraint during 2009. It soon 
turned out in the first couple of months of the year that there was too little demand for loans. 
A reactive strategic decision was made; the capital constraints were removed and the focus 
shifted to selling more to credit worthy customers. To conclude, both proactive and reactive 
behavior is supported by Holten-Larsen. 
 
The	  magnitude	  of	  change	  
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Holten-Larsen states that the overall strategy in Nordic Banking normally has a life of several 
years. Of course they have to adapt, he says, but big changes usually do not happen each year. 
He feels that ”You do normally not make a big shift in such a big organization like Nordic 
Baking. It must be a gradual process over the years” and he explains that the strategic change 
over the past years has been to move more towards customer orientation and that has been a 
long journey. I argue that evolutionary change, as described by Johansson and Skoog (2007) 
is to prefer. 
 
On the other hand, Holten-Larsen explains that when the new CEO was introduced 3 or 4 
years ago at Nordea, the bank experienced quite a big and extended strategic change. It was, 
as mentioned previously, to develop a stronger customer orientation all over the Bank from 
having a stronger focus on operational efficiency. This change could be argued to have more 
of the revolutionary nature, as described by Johansson and Skoog (2007), to many at Nordea. 
Holten-Larsen gives one example of where the change might have been harder to apply and 
meant bigger changes, one might say more of a revolutionary magnitude, in the daily work 
and daily focus. ”When you work in IT, it is quite a challenge to see what you can do to 
improve the customer satisfaction.” Although, such bigger changes do not happen very often, 
but could depend on the leadership style, again similar to what Mintzberg (1978) explained 
about the leadership either accelerating or dampening strategic change.  
 

4.3.3	  Case	  3	  –	  Swedish	  business	  area	  level	  
The	  different	  approaches	  
Some traits from the classical approach (Dufour & Steane, 2006) to strategic change can be 
identified in Rubarth’s statements. When asked whether one should stick to the long-term 
plan that strategy is, the answer was yes; the plan is important. Although, short after Rubarth 
expresses that tactics, the short-term adjustments, are also needed: ”…the map [meaning the 
environment] changes continuously and then one must quickly adjust to that.”(14) This 
implies that in disagreement to the classical approach, environmental influences are still 
important. 
 
Rubarth strengthens the view that changes are initiated from the top and cannot be affected 
very much by opinions, only slightly occasionally. He argues that where he can have an affect 
in a strategic change is rather the technicalities of how a KPI should be measured; when the 
actual change is already decided and it is only a matter of deciding how the change should be 
implemented. Thereby, he again agrees to some extent to the classical approach that a center 
of authority initiates strategy, but not completely during the implementation process. 
 
Rubarth agrees that changes should be emerging and often happen on a yearly basis. Further, 
he argues that changes could occur when a new leader is introduced. As supported by the 
behavioral approach the leader has an affect of whether a change will occur and what 
direction it will take. He explains that the new CEO introduced a new overall strategy that 
then spilled down to each organizational level and affected each BSC and thereby change 
focus in what behaviour would be supported at Nordea. Thereby, I argue that the leader has a 
direct effect on behaviour at all levels since a strategic change introduced by the CEO directly 
ultimately affects the behaviour of the employees through the different management teams 
and the KPI’s. A lot in accordance to the behavioral approach that places a great influence of 
the managerial characteristics and the role and skills of the leader. 
 
The	  proactive	  and	  reactive	  nature	  
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The only signal I can decode in the interview with Rubarth regarding the issue whether 
strategic changes are mostly proactive or reactive, is that it should be reactive to changes in 
the market. As an example Rubarth mentions that tactical decisions were made during the 
turbulence on the world market, where signals were sent to stay in the middle of the road: not 
taking to much risk, but still not losing important business opportunities. Further, each level 
within the business should be reactive to signals sent from Group Executive Management and 
the CEO about what the future strategic focus will be. Thereby I argue that reactive changes 
seem more occurring at the Swedish business area level. 
 
The	  magnitude	  of	  change	  
It is very clear that Rubarth prefers minor changes in comparison to major changes; rather 
tactical shifts in the strategic focus than major turnarounds sending indecisive signals if they 
happen too often (see quote 15). I argue that gradual evolutionary developments are to prefer 
rather than major revolutionary changes. This also seem to be the way to approach strategic 
change at Nordea according to Rubarth’s view. 
 

4.3.4	  Case	  4	  –	  Division	  level	  
The	  different	  approaches	  
Division argues that an overall strategy is how one chooses to invest, as explained earlier. At 
divisional level the strategy is ”..more about how our time is invested and how we position 
ourselves against the competitors and towards the customers.”(16) I sense that strategic 
change has quite an external focus and are rather deliberate choices, to some extent in 
agreement with the analytical view, of how to position oneself. In conformity with Dufour 
and Stean’s (2006) definition of the classical planning approach, one can see that a centre of 
authority would most probably initiate and control the process of defining and applying 
strategy, i.e. choosing how to invest. Whenever a change occurs it is the response to directives 
from those in leadership, worked out through a rational analysis that would be needed in the 
process of positioning on the market. Although, the common critique of this approach, that 
environmental influences are often forgotten, is clearly not true in this case. In that sense, 
Division’s approach leans more towards the contingency approach also explained by Dufour 
and Stean (2006). 
 
	  
The	  proactive	  and	  reactive	  nature	  
According to Division’s view of strategic change, positioning oneself against the competitors 
or towards the customers could be both a proactive decision and a reactive action in my 
opinion. Although, reactivity to external changes are argued as present in Nordea when 
Division states that strategic initiatives are constantly and continuously changing to the needs 
on the market and customer need or depending on competitors. 
 
Another sign of strategic changes being more reactive, at least for now, at Nordea is how 
Division explains the present strategy of prudent growth. That means that they should 
”..deliberately not always being in the leading edge but rather to secure a sound capital base, 
a risk management which one can feel safe with.”(17) Being in the leading edge would to me 
often include making proactive decisions in order to be seen as a leader on the market, also 
discussed in the Literature review chapter. Thereby, for the time being at least, Division, and 
also Nordea, prefers reactive changes in my view. 
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The	  magnitude	  of	  change	  
Division seem comfortable with the strategy at Nordea not having changed very much in the 
past. They explain that ”the core strategy has been the same”(18) and that every year it just 
develops into what products and markets seem relevant and profitable at the time. Such 
changes are rather evolutionary than revolutionary. 
 

4.3.5 Case	  5	  –	  Business	  unit	  level	  
The	  different	  approaches	  
When interpreting Unit’s approach to strategic change one can identify that a lot of 
responsibility is placed on management, which can also be seen in the contingency approach. 
Unit describes that the Group Executive Management initiates a strategic change, which is 
communicated through the management teams. Their role as an office manager is to interpret 
the overall strategy into the local market so that the staff knows how to work and what to aim 
for. Managers, and especially top management, make the decision which unit agrees is a good 
approach. ”it is a lot about executing what is decided.”(19) 
 
One can also see that Unit lays a lot of emphasis into adjusting the strategy to the market, 
another similarity to Dufour and Stean’s (2006) contingency approach. “The strategy starts 
off in the corporate strategy, I adjust it to the local market, what it means to us.”(20) They 
agree that smaller changes are needed, although they are considered as tactical decisions 
rather than part of the strategy, which is more long-term. 
 
Unit further argues that strategic changes are communicated well, but unit argues that changes 
in the BSC is not communicated as well. I interpret that Unit is very satisfied with the way 
that they can take part in strategic or tactical changes. ”…which was communicated very 
clearly within the group. Very good!”(21) On the other hand, Unit does not seem as pleased 
when BSC changes are about to occur, and since they are based on strategic adjustments they 
second handedly concern strategic changes per se. When asked how changes in the BSC is 
communicated the reply was: ”I would not say that it is being said what has changed and 
why, it just happens.”(22) I argue that this shows that unit would prefer to have a plan for 
changes rather than them just emerging. This can be connected to their view of strategy that is 
to some extent more analytical than process oriented. I would not argue that Nordea does not 
have a plan, just that the plan does not reach all the way through to all relevant levels. These 
statements also support Dufour and Stean’s (2006) behavioral approach, which promotes 
having the whole organization on board and motivated when change is initiated. 
 
 
The	  proactive	  and	  reactive	  nature	  
The issue of whether the approach to strategic change should rather be proactive or reactive is 
difficult to identify from the interview with Unit. Although, it is mentioned that the strategy 
has been reactive to external changes during the financial crisis when the direction of the 
strategy was adjusted. Unit explains that there was ”A clear growth strategy. Then came the 
financial crisis and then we turned in our strategy.”(23) Now when the market is stabilizing 
the strategy has shifted towards prudent growth; a clear reaction to market turbulence in my 
eyes. 
 
 
The	  magnitude	  of	  change	  
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I argue that Unit prefers small tactical changes to big turnarounds. Unit argues that the view 
of strategy at Nordea sometimes confuses strategy with too short-term tactical factors. 
Further, it is argued that only minor changes to the strategy occur on a regular basis, which 
seem like an appreciated approach. Although, as Unit expresses during the financial crisis 
when they ”turned in our strategy” might be considered a slightly greater change, and Unit 
did not react negatively to that. Although, on a regular basis I would argue that smaller 
changes are preferred. 
 

4.3.6	  Case	  comparison	  of	  the	  approaches	  to	  change	  
The	  different	  approaches	  
Some similarities and some differences can be found in the approaches to change among the 
respondents. All respondents agree that strategic change is initiated from the top i.e. from the 
leadership. Being able to affect the decisions seem to be viewed more likely and valued at the 
two top levels of the study, while lower levels agree that their opinions become more of 
technicalities after the decision is actually made. Although, as Unit described they respect and 
understand that the decisions are made in the top, and they have actually come to appreciate 
the top down process more and more with time. 
 
From the interview at corporate level and Nordic business area level, the two top levels, the 
role and personality of the top leader has been discussed. It might be due to that they are 
closer to the top management than the other respondents and they see how this really affects 
the decisions made. At the lower levels the decision has already been passed on through the 
management teams at, at least, two other levels. Sure messages and statements from the CEO 
can be read on the intranet or heard on a road show, but the effects of the change is as 
explained filtered down through the management on each level and would inevitably lose any 
personality of the CEO the further the message is communicated. 
 
The	  proactive	  and	  reactive	  nature	  
Reactivity to external changes is further argued as present in Nordea when Edvinsson and 
Division states that strategic initiatives are constantly and continuously changing to the needs 
on the market and customer need or depending on competitors. As explained by Axelsson et 
al. (2005) a reactive change requires a subsequent action plan which seem present at Nordea. 
All strategic adjustments are communicated and implemented by supporting certain behaviors 
through constantly developing the set of KPI’s that will be measured partly in the BSC. 
Although, this plan does not seem to reach all the way down to Unit’s level since the 
experience that changes in the BSC ”just happen” as a reaction to a decision. 
 
It has also been mentioned that a change of CEO also often results in a strategic change; 
another pointer towards the reactive nature of the changes at Nordea. I argue that the focus on 
reactive changes might be unusually strong now considering the turbulence and quickly 
changing market conditions the world has experienced during the past period of time. The 
market is difficult to predict and as Bengtsson and Skärvad (2001) states, the planned factors 
of strategy become less important and relevant on a quickly changing market. Similarly, I 
argue that proactivity is less relevant when the market is difficult to predict. 
 
 
The	  magnitude	  of	  change	  
Gradual evolutionary developments are to prefer among all respondents rather than major 
revolutionary changes. This also seems to be the way to approach strategic change at Nordea. 
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My personal view agrees to this way of going about; a stable core provides a kind of security 
and as Division expressed; ”There is a strength in having continuity.”(24) This statement 
could also be supported by theory. Johansson and Skoog (2007) argue that a sufficient mix of 
stability and flexibility is needed; stability to make the BSC, and I would argue also the 
strategy, trustworthy and reliable while the flexibility is needed to make it relevant and up-to-
date. 
 
However, it might be argued that some bigger changes have occurred during the financial 
crisis. Such changes have been appreciated and Nordeas way of handling strategy and 
strategic changes have even been praised internally as in most cases. I would not argue that 
these changes have been revolutionary, but still bigger in magnitude than the regular updates. 
I could even argue that a big change would be easier to cope with if it was of reactive nature 
rather than a proactive nature. This while reactive change is a response to an existing, maybe 
more visible, need than a proactive change which tries to foresee a need. Although, this could 
be a subject for further study. 
 
To	  conclude	  the	  cross	  case	  examination	  
The fact that traits from different approaches to strategic change can be identified in the 
empirics implies that the research on strategy is a very complex issue and that it is difficult to 
place someone’s view in a single category. There are so many contingencies that play a part 
in how one views strategy and strategic change. Although, this is not the essence of this study, 
but merely provided as a background to be able to form a deeper understanding of how 
strategy is connected to the BSC. But before being able to move on to that, there will be a 
presentation of how strategic changes are implemented at Nordea. 
 
 

4.4	  The	  practical	  way	  of	  initiating	  and	  implementing	  change	  at	  Nordea	  
This section will not have the same disposition as previous sections. Since the issue regards 
how the process is actually performed at Nordea and thereby the personal views are of less 
importance, the cases will not be viewed in separation. The section will rather follow the 
actual implementation process. 
 

4.4.1	  Triggers	  of	  change	  
One factor that has been introduced during the interviews to have triggered change is the 
financial crisis or the turbulence experienced on the world market. Having a new CEO is 
another factor that has been said to have initiated a change. These factors are also mentioned 
by Melander and Nordqvist (2008) as common triggers of change. 
 

4.4.2	  Regular	  reviews	  
Each business area, -division and -unit writes a quarterly strategy report where they evaluate 
their work and points out what they think should be the focus of the coming period of time. 
Each management team at each level is responsible for driving strategy, implementing and 
formulating it. Holten-Larsen argues that the strategy and the content of the strategy maps 
will always change with the specific needs, but should always look to what is best for Nordea 
as a whole. The department that Edvinsson and Engström works in summarizes and analyses 
these reports to make sure that there is some degree of unity within the corporation and that 
one unit is not moving in the wrong direction. As Holten-Larsen agrees, Group Executive 
Management is responsible for the different business units and that the individual strategies 
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are aligned with Nordea’s strategy. Their summarized information works as support for the 
Group Executive Management to make decisions. 
 

4.4.3	  Where	  is	  change	  initiated	  
Strategic changes can be initiated from the business itself, i.e. the business areas, or the board 
or Group Executive Management, as Edvinsson and Engström describes. Although, it starts a 
lot in the top of the organization as mentioned by Rubarth and then filters down in the 
organization to end up in a measure and a target KPI not only measured in the BSC. On the 
other hand, Edvinsson emphasizes the importance that “whoever identifies a need for a 
change must solicit that something is happening.”(25) Although, at the lowest level my 
feeling from the interview is that individual opinions are not that adopted; at least not 
opinions of how the strategy should be formulated, but rather merely how it could be 
measured. As agrued by Unit: “If we agree that the strategy is incorrect we cannot be too 
obstinate about it, or we can be but then we would almost have to quit our job in that 
case.”(26) 
 
All respondents agree that strategic change is a continuous process. Every respondent 
describe that every autumn there is a review of the strategy, whereby changes can be made. 
Although, both Edvinsson and Holten-Larsen describes that changes most often occur 
quarterly. Although, Edvinsson mentions that the fundamental parts of strategy do not change 
as often, it is more like a change in direction. 
 
How such changes are implemented is mainly through the KPI’s according to Holten-Larsen, 
Rubarth, Division and Unit, but also a lot through strategic initiatives and a change of focus 
area according to Edvinsson. Such changes are documented and the process of follow-up, 
measurement and driving such changes are worked out. Each business area and business unit 
is then responsible for driving the daily business in the best way to reach the common goal, 
Edvinsson states. Engström argues that when bigger strategic changes are initiated there are 
more guidelines from top management. 
 
There is a management group on each level of the organization that is responsible for the 
formulation and change of the BSC. Although at the same time Holten-Larsen, Rubarth and 
Unit argues that the strategy and the KPI’s are usually set at a higher level of the organization, 
and the management on each particular level can only have limited influence in how these are 
actually measured. The degree of influence seems lower at the lowest level of the 
organization according to the responses. Holten-Larsen expresses that “each segment unit and 
line manager comes in with proposals and they are responsible for implementing the different 
cystomer concepts.” He thereby argues that the responsibility of formulating a change lies to 
a relatively large extent within each segment. 
 
Rubarth at the Swedish business area level argues that the decisions are taken to a large extent 
at a higher level than at the Swedish business area, but that they can influence how the KPI’s 
are measured. “Opinions comes to a large extent from the top with strategies and such and 
filters all the way down to key measures, KPI’s.”(27) And “It is not really so that I can say 
that I think that this strategy is incorrect”(28). However, “we get signals of from above and 
we might signal back what is good or what is difficult to measure.”(29) So to some extent 
they might affect what parts of strategy will be applied to their business area. 
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At divisional level Division expresses two opinions regarding the influence of strategy 
formulation. On one hand, the strategy is set at a higher level, but on the other hand also that 
the management team at divisional level drives the strategic discussion and senses what is 
happening on the market and among the customers. Further, the higher levels often accept 
suggestions of how the BSC should be formulated and built up. So consequently, I argue that 
in Divison’s opinion strategy is to a large extent formulated in the top levels, but how the 
strategy should actually be executed through the BSC can be affected by thir opinions. 
Division states: “The management team in our division catches signals both from the workers 
responsible for the customers and sees what happens on the market and what the customers 
are saying. And we also get more or less instructions from above of how Nordea sees the 
strategic direction.”(30) And: “We present our suggestion of the new BSC to the management 
at business area level. There our suggestion is often accepted”(31). 
 
Finally, at business unit level one can see the biggest difference of how much influence they 
might have on both the strategy and the BSC. Unit has expressed that they adjust the strategy 
to the local market (see quote 20) but that they could not argue that the strategy is incorrect 
(see quote 26). Further, Unit explains that the BSC is formed in a top down process, as the 
strategy. At unit level the BSC can be influenced to a certain degree in what targets are set in 
the different KPI’s. “How it is formulated is decided in a top down process. What is decided 
in the top is as a qonsequence formed into a budget and a BSC etc. I can affect to a certain 
degree. Not what is measured, but what targets are set in each measure. I can to a certain 
extent affect the quantities and volumes in the targets, but they are also quite fixed.”(32) To 
compare the levels it was earlier explained that at higher levels the KPI’s could be affected, 
even in what is measured and how. At unit level, merely the targets of what is measured can 
be affected. 
 

4.4.4	  The	  need	  to	  anchor	  a	  change	  
The different management groups must communicate well according to Edvinsson who 
argues that they have a function of anchoring the changes within each unit or area and to 
make everyone feel part of the changes that are made. This can be supported by theory, as 
Ekstam (2005) argues that a feeling of participation is needed to prepare the employees for a 
change and by Kotter (1990) arguing that communicating a plan is always necessary when 
trying to align the people towards a common vision. Or as Rubarth explains, it is up to the 
management on each level to decide what can be applied in the own operation and what is not 
particularly relevant. I argue that this increases the empowerment of the different managers 
and could be a subject for further research, although it seems that this factor is weaker the 
further down in the organization you look as I interpret that the respondents experience their 
influence as less the lower in the organization they work. 
 
Further, as Unit has expressed, changes in the BSC are rarely explained, but rather just 
happen. The need to be clearer about why changes occur and what they should lead to can 
also be supported by Engström and Edvinsson arguing that there are probably a certain lack of 
a deeper understanding of the BSC on some lower levels. 
 

4.4.5	  Change	  is	  approached	  by	  addressing	  behavior	  
To summarize how strategic change is actually approached at Nordea Holten-Larsen has 
made a clear statement: ”when we change the strategy we change the scorecard. Because that 
is the way we implement change mainly. It is how we do performance management; by 
making sure that people have the right KPI’s and initiatives.” Since each management team 
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has the responsibility to implement change, the approaches might differ quite a lot between 
different parts of Nordea. Although, using the KPI’s to implement a strategic change seems to 
be a widely used method and a strategic change is most often followed by a BSC change. 
 
The aim of using KPI’s as a tool for changing strategy, according to Holten-Larsen, is to 
make the strategic changes actionable. As Rubarth expresses that the strategy is living through 
the targeted measures that are constantly being followed up on. Kaplan and Norton (1999) 
similarly expresses that the strategy could be made a living part of the daily work by applying 
the BSC. Or as Edvinsson explains, that the KPI’s address concrete actions and the changes 
are then more likely to actually being realized. This argument is supported by Bengtsson and 
Skärvad (2001) arguing that it is important to secure a pattern of behaviour as soon as 
possible, a pattern in accordance with what the change requires. And as Kotter and Cohen 
(2002) found in their study, one of the greatest challenges to a successful change process is 
changing peoples’ behaviour. This is the issue that Holten-Larsen is trying to address, to align 
the employees’ behaviour to the organization’s strategy. More theoretically supported by 
Gagnon et al. (2008): ”Individuals are strategically aligned when their behaviors correspond 
with their organization’s strategy.” 
 
 

4.5	  The	  BSC	  at	  Nordea	  
Similarly to the previous section, this part will neither be divided into the separate cases. It 
will rather give the reader an overview of how the BSC has become part of today’s Nordea. 
 
A project group was set together at Nordea consisting of those within the bank with the most 
previous experience of the BSC. Edvinsson was one of the leaders of this group also holding 
Engström and Holten-Larsen as members. Edvinsson and Engström describe that their task 
was to work out a common management model when the four Nordic countries were emerged 
as one Nordea. The purpose of this task was to focus on creating shareholder value, step away 
from ”number crunching” whereby the concept budget was abolished, to make the strategy 
more operational, to become more flexible and future- and action oriented and to create ”one 
bank, one Nordea”. However, Edvinsson emphasizes that the main purpose was said to make 
the strategy more operational in the sense that it should not consist of mainly fancy words, but 
be more understandable and actionable to anyone within the corporation. 
 
Holten-Larsen further explains the purpose of initiating a BSC at Nordea: ”Sure we want to 
create shareholder value, but we also need people that are motivated and satisfied, customers 
that are satisfied and loyal, we need processes that work well in order to get the right 
financial results.” Rubarth saw that the purpose of the whole PPMM-package where the BSC 
was included was to get a stronger control with a stricter model for planning and follow up on 
strategically important issues. More generally described by Division the purpose when 
actually using the BSC is to find a logical connection between the goals, the activities we do 
and the follow-up process. 
 
The approach to accomplish this purpose, Edvinsson says, was that several management 
models were investigated and evaluated. The group decided that the BSC would be the most 
appropriate one and they developed a package of processes and concepts called the PPMM 
where the BSC is one of three main components. The proposal was presented to the group 
executive board and during spring of 2001 the group-BSC was developed and introduced, and 
meanwhile the project group was educated in the subject. The practical work with forming a 
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BSC and a strategy map was also guided by external help, even from Kaplan and Norton 
themselves, and Holten-Larsen says during the interview that the first step was to find the 
right way to make the BSC fit into Nordea’s needs. That included a lot of preparation. 
Engström further explains that the project group then made a presentation of their progress to 
each business area and educated the different management teams. In turn each business area, 
–division and –unit were responsible for distributing the information downwards in the 
organization. They worked out their way of communicating this information to their workers. 
Holten-Larsen, working at the Nordic business area level, mentioned: ”We trained managers 
and they do it out in the field.” 
 
On the next level, Swedish business area level and divisional level, we find Rubarth and 
Division. Division was not present at Nordea when the BSC was introduced, but Rubarth 
expresses that he among others partly went on a road show to present the BSC and the PPMM 
to the different regions at business unit level. They told and showed every office manager, 
Unit being one of them, how the system works, the theory behind and a background to the 
new concepts and processes and what was expected of them. Rubarth says that it was 
ambitious work and they went all over Sweden to present the PPMM and the BSC. The BSC 
application now works so that the manager on each level can see red, yellow and green lights 
showing whether the unit is performing above or below target. The red light should each 
quarter be commented in a report where suggestions on initiatives of how to reach the target 
are discussed with the closest superior boss. As a complement to the BSC there are a set of 
KPI’s which are evaluated and followed up on each month, as explained by Rubarth and Unit. 
 
Holten-Larsen argues that going from the top and down in the organization ”turned out to be 
a good approach because management must be on board to be able to activate it on lower 
level managers and employees.” The process of informing about and implementing the BSC 
”must be planned and you must take it carefully with so many employees actually.” 
Ultimately, the time needed in the implementation process differed a lot between business 
areas and business units mostly due to their sizes, Engström explains. 
 
One thing that Edvinsson argues as a contributory factor in the successful use of the BSC is 
that the unit within Group Planning and Control, where both Engström and Edvinsson take 
part, works as a kind of competence center. This unit has helped with their knowledge during 
the implementation process, during the continuous application and use and for evaluations 
and developments of the BSC. Edvinsson expresses that this unit has both a ”supportive and a 
pushing function”(33). Engström explains that it is necessary to have someone with such 
conceptual responsibility. 
 
There is now an overall group-BSC and then BSC’s in different parts of the organization with 
different contents and measures to ”make sure that the segregation of duties throughout the 
organization is focused on the different tasks”; every department is different, as Holten-
Larsen argues. Or as Division also explains that the biggest difference between all the BSC’s 
are due to the fact that different divisions and areas have different purposes and tasks. There 
are ultimately ”different scorecards, KPI’s and the contribution to the strategy will be 
different depending on where in the organization you are” says Holten-Larsen. Division 
argues that ”To make the scorecard meaningful the goals must be clear and they should 
express where the focus should be.”(34) Some KPI’s are therefore mutual within the group, 
others are adjusted or not used at all in other parts of the business. Although, as both 
Edvinsson and Engström argue, their role is to make sure that all BSC’s are connected to the 
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group in total and to make sure that no business unit goes in the wrong direction. Holten-
Larsen agrees, every task in the business areas should be carried out to fit Nordea. 
 
Holten-Larsen argues, quite naturally, that the BSC changed a lot in the first 3 or 4 years 
before the right metrics were put in place and the right amount of KPI’s were defined. The 
strategy is what defines what performance to measure at Nordea. He further argues that today 
they are pretty much happy with the setup, but that the BSC is adjusted whenever the strategy 
changes, mainly through KPI’s. ”We are now better on changing them whenever needed.” he 
explains and the BSC is now more relevant using the strategic initiatives ”to steer through 
traffic”. How this connection is made between the strategy and the BSC through the KPI’s 
will soon be further discussed. 
 
As pledged in the introduction to this chapter the last sections will be more deeply analyzed. 
These following two parts have a more direct importance for addressing the research question, 
namely to understand how strategy and strategic changes are reflected in the BSC applied in a 
real-world setting. Firstly an understanding of how strategy is perceived to be uttered in the 
BSC and secondly how well the strategy is perceived to be connected to the BSC. Each case 
will firstly be analyzed and presented separately whereby a cross-case analysis will be 
provided. Parallels will continuously be drawn of how theories on strategy and the BSC are 
applied in the real-world. 
  
 

4.6	  How	  is	  strategy	  connected	  to	  the	  BSC	  

4.6.1	  Case	  1	  –	  Corporate	  level	  
Edvinsson states that ”It (The BSC) should be a supportive system to make the strategy 
operational.”(35) Similarly Engström states that ”it is a tool to help execute the strategy”(36) 
The strategy and the content of the strategy maps will always change with the specific needs 
according to Edvinsson, but should always look to what is best for Nordea as a whole. He also 
explains that a BSC as a concept must always be adjusted to the actual need of the business 
itself, which I argue is connected to the view that strategy should be adjusted. Moreover, 
Edvinsson argues that the different focus areas in the strategy map reveals and describes the 
different strategic changes that need to occur. Thereby, the strategy is connected to the BSC 
through the strategy maps and the focus areas. 
 
As mentioned by Edvinsson and Engström, the overall strategy at Nordea is now growth, 
which would partly involve more customers and more customer contacts. This is directly 
reflected in the KPI’s partly measured in the BSC. One example could be a target for a certain 
number of meetings that a bank advisor should have each week. The way that this target is 
measured through the BSC therefore displays a very direct link between the strategy and 
steering or directing the actual behaviour through a target in the BSC. Dabhilkar and 
Bengtsson (2004) supports the importance of addressing the actual behaviour stating that true 
learning involves addressing the core set of behavioral pattern. 
 
It seems that on the corporate level the strategy, the actions taken to reach a goal, is seemed to 
be very much reflected in what activities are targeted and measured in the BSC. I would argue 
that the perceived connection is strongly communicated through the BSC, even though 
Edvinsson and Engström argue that the closer to the customer an employee gets, the greater 
affect a strategic change has on the actual daily behaviour. When discussing how a strategic 
change affects the daily work Edvinsson states: “since we are not closest to the customers or 
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the products it does not affect our daily work.”(37) As Edvinsson and Engström express, they 
analyze the BSC reports contributed from below, and a strategic change does not actually 
change their behaviour, only the information they would analyze. 
 
Since the strategy seems to be to a great extent communicated through the BSC, I regard that 
it is important that the BSC is well embraced and established within the whole organization. 
Edvinsson and Engström admit that there probably exist those on lower levels who could 
know more about the BSC and has not fully understood the idea of it. Edvinsson says: “In the 
very end (of the organization) there are probably those who have way too little 
knowledge”(38) when talking about the BSC. And Engström agrees: “It is difficult in such a 
big company, so there are probably those who do not know about it.”(39) This possible or 
probable issue will be further analyzed when the lower levels, i.e. the other cases, are 
analyzed.  
 

4.6.2	  Case	  2	  –	  Nordic	  business	  area	  level	  
According to Holten-Larsen, ”the BSC is used as a tool to communicate what people are 
supposed to do to implement the overall strategy.” How this is communicated is through the 
KPI’s and goals which show what the employees are expected to achieve. They are also 
actually told how to do it according to Holten-Larsen. Although, I argue that this could be 
different in different parts of the organizations since how changes are implemented is up to 
each management team. However, the KPI’s should all reflect what is necessary to focus on 
next year, as Holten-Larsen explain. 
 
Since a basic definition of strategy is how to go about (Bengtsson & Skärvad, 2001) the above 
statement can be presented as an argument for how strategy is communicated through the 
BSC; the KPI’s address a quested behaviour, i.e. how employees should act, which ultimately 
is implementing strategy. Furthermore, when asked how changes in strategy are 
communicated at Nordea, Holten-Larsen answers: ”Very much by means of changing the set 
of KPI’s and (strategic) initiatives.” This can be argued as an effective way to implement 
change since it addresses the actual behaviour and activities performed. This is supported by 
both Dabhilkar and Bengtsson (2004) and Bengtsson and Skärvad (2001) that the behavioral 
pattern is important if a change should really be deployed. And truly affecting the behaviors is 
also one of the greatest challenges to implement change according to Bengtsson and Skärvad 
(2001), but according to Holten-Larsen, they have managed to address this issue through the 
active use of KPI’s. 
 
Although, Holten-Larsen argues that the way of communicating changes in the BSC has 
changed to the better. Before the company used the intranet a lot to display articles for anyone 
to read. Such information was also distributed in management meetings. However, he argues, 
that nowadays they work more actively with managing the KPI’s including both the targets 
and the expected activities. This is a vital communication channel to use according to Holten-
Larsen since the KPI’s are more than just words in a newsletter or article; they actually 
change the behaviour. The KPI shows in a concrete and practical way what behaviour is 
expected and thereby the performance is directed to the right activities. One example brought 
up by Holten-Larsen, and also briefly mentioned by Edvinsson, is the degree of activity 
among the workers. As Holten-Larsen explains, the Personal Bank advisors are expected to 
reach a certain target of number of customer meetings each week, which is a strategically 
important behaviour to reach a strategic goal to increase and improve the customer contacts. 
The degree of activity or passivity affects promotions or degradation within the company, and 
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BSC measures are also used within the bonus and incentives program to further encourage the 
workers to actually implement the BSC in their daily work. 
 
Holten-Larsen also states that there should be a clear set of goals or aspirations showing 
”what do we actually want to do”, a kind of framework that in their case is the BSC. At the 
Nordic business area level, Holten-Larsen strongly believes that the strategy is connected 
through the KPI’s to a great extent, which are clearly targeted through the BSC. 
 

4.6.3	  Case	  3	  –	  Swedish	  business	  area	  level	  
Rubarth explains the connection between strategy and the BSC as a top-down filtering 
process. To him it is very clear that whenever the BSC is adjusted it is lead by a change or 
adjustment in strategy. As Olve et al. (1999, p. 51) similarly express: ”The vision and strategy 
of the company is the starting point for the control [styrande], and the scorecard is the means 
to communicate it”. Rubarth explains that at the yearly strategy review minor changes are 
made to the areas of focus leading to adjustments in the strategy map. These are filtered down 
to the lower levels into a decision of which KPI’s should be used to measure and follow up on 
those new focus areas. In other words, Rubarth says that the KPI’s ”measure and reflect what 
one wants the strategy to achieve.”(40) That is how the BSC is changed since new KPI’s are 
used each year. And that process starts each autumn as part of the PPMM. Although, strategic 
changes are not solely reflected in a BSC change, but also in the KPI’s that are reviewed 
monthly outside of the BSC. 
 
Behaviour is influenced so that all employees are targeted a lot on a new focus area, for 
example having a certain number of meetings each week as part of becoming more of a 
consulting bank (rådgivningsbank), as Rubarth explains. 
 
Rubarth also explains that everything cannot be measured. If it is said that they should be 
better at something that cannot be measured, such goals cannot be placed in a BSC. Thereby 
all strategic decisions cannot be communicated solely in the BSC, but the measurable ones 
seem to be well implemented through the KPI’s partly in the BSC. 
 

4.6.4	  Case	  4	  –	  Division	  level	  
Division mentions that changes are mainly presented in the value house, a similar substitute 
for the strategy map. Further it is argued by Division that the BSC is the main tool to 
communicate change, to show what the priorities are. Even those at a lower level can look at 
their BSC for guidance and apply parts it in their own BSC. Division argues that the KPI’s 
should have a connection between where the focus want to be stressed, what is thereby done 
and how this is later followed up on. They should all reflect what is necessary to focus on 
next year, as Division explains. Division argues that the BSC and the KPI’s should be 
adjusted to what the people using it are doing and should be doing; their activities. The nature 
of the connection between the strategy and the BSC can thereby be said to mainly go through 
the focus areas in the value house resulting in a specific KPI. 
 
Division explains that in their division strategic changes are, except from through the BSC 
and the value house, mostly through informal discussions and meetings and through the 
quarterly strategy meetings. Having discussions about how to formulate, implement and 
develop the BSC is a very valuable aspect that is added when performing BSC reviews 
according to Olve et al. (1999). The BSC should be a natural part of the strategic discussion 
and learning, which it seems to be at Nordea. 
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As a good conclusion of how the strategy is connected to the BSC would be: ”The strategy is 
what we should do to reach our goals. And if then the BSC covers the most important things 
we do, then the strategy is well covered.”(41) In other words, strategic changes are 
implemented by supporting certain behaviour through the BSC measures. 
 

4.6.5 Case	  5	  –	  Business	  unit	  level	  
Implicitly I can understand that at the business unit level the connection between strategy and 
the BSC is not as strong as in the higher levels examined in this study, or at least not as 
visible. Unit explains that the BSC is used as a tool for him and his boss to communicate and 
evaluate his performance. Unit rather explains that the BSC is built up by the three values that 
Nordea holds, great customer experiences, one Nordea team, and it’s all about the people, 
which inevitably are reflected in the strategy. Although, Unit states that growth in revenue 
and customers are stated goals and are well reflected in their KPI’s and ultimately in his BSC. 
It is not explicitly important to know the strategy in detail, but it is very important for 
everyone to know what to work with, as they express; the KPI’s are very important for 
everyone to know, whether it is in a BSC or not. 
 

4.6.6	  Case	  comparison	  of	  how	  strategy	  is	  connected	  to	  the	  BSC	  
The main connection between the strategy and the BSC are the KPI’s at every level in the 
study. Furthermore, the focus areas and the value house or strategic map are other channels 
that are mentioned. The nature of the connection is that the strategy is firstly set to then 
determine what will be measured at each level and what will be focused on. That is clear in 
every case, with an exception that Holten-Larsen also argues that it can be viewed as a 
learning loop so that strategy is set according to what has been learned from behaviour 
measured in the scorecard; that the learning process can go both ways, but mainly that the 
KPI’s are set to represent different parts of strategy. 
 
The nature of the connection between the strategy and the BSC can thereby be said to mainly 
go through the KPI’s, the strategic initiatives and the focus areas. The connection is very 
flexible in that all cases describe that the BSC and the specific strategies are always adjusted 
to reflect the specific local need and to address behaviour that is relevant to the roles and tasks 
in the specific business area, -division or -unit. 
 
 

4.7	  How	  well	  is	  strategy	  connected	  to	  the	  BSC	  
The issue of how well the strategy is connected to the scorecard can firstly be discussed in the 
matter of how well the BSC responds to changes in the strategy. A well connected BSC 
should quickly correspond to a strategic change. Secondly, the connection can also be 
evaluated through studying how well strategic changes and thereby BSC changes are 
communicated throughout the organization. If the strategy is well connected to the BSC, I 
argue that such changes should really be acted on. Otherwise the changes are just empty 
words. I further argue that they cannot be acted on unless they are well communicated. A 
third way of studying how well the two central concepts are connected is to base the argument 
on the understanding of the perception of its users. The respondents were asked during the 
interview to describe how well they personally think the strategy and the BSC is connected. 
The understanding of their perception will be built on both how strongly and how often the 
opinions of the respondents were expressed. 
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4.7.1	  Case	  1	  –	  Corporate	  level	  
Responsiveness	  to	  changes	  
Edvinsson states that new strategic initiatives affect the BSC, the KPI’s and the focus areas. 
There is a clear and thought out process in the PPMM which allows for a continuous and 
regular review process of both strategy, the BSC and other KPI’s not included in the BSC. A 
change in strategy is also said to affect the daily work, in some departments more than others, 
as they are targeted on a new strategic initiative or new focus area. That could be less internal 
and external risk during the financial crisis or more customers in a growth phase. Although, 
how each business area or business unit should actually implement such a change is up to 
them, they are responsible for doing the business in the best possible way to reach the 
common goals. It might imply, as earlier discussed, that different parts or Nordea are 
responsive to changes to different extents. Although, one must be comfortable in the workers 
and trust that they will make sound judgments and decisions. Engström also explains that 
when bigger changes occur there is more guidance from the top. This shows that the 
organization according to Edvinsson and Engström at corporate level, believe that the 
organization is very responsive to change. 
 
 
The	  communication	  of	  changes	  
Edvinsson and Engström agree that the whole organization should be, in some way, part of 
the BSC process; everyone should be involved in the KPI’s and the strategic initiatives. One 
should explain why they are chosen and discuss how every unit can contribute to the whole, 
again supported by Olve et al. (1999) arguing for the importance of everyone to know how 
they can contribute. Everyone would then feel part of the goals at each level Edvinsson and 
Engström argues. The same goes for the reviews, everyone should take part of the results for 
each goal, maybe at an internal meeting. These statements are Edvinsson and Engström’s 
view of how they think the process should be, if that is really so will be further discussed in 
the other cases, although they do admit that the communication could probably be clearer to 
some parts of the organization. 
 
The communication at corporate level is mainly done downwards, although Edvinsson and 
Engström provide the Group Executive Management with material extracted from below to 
base their decisions on and could thereby also be said to occur upwards. Furthermore, each 
quarter a strategy report is extracted by each business area and reviewed with a responsible at 
corporate level. Edvinsson argues that each business area has an independent responsibility to 
drive strategy, formulate and implement it. Thereby the communication can be said to occur 
both ways where opinions from below are also considered and then to different degrees 
transported to the top. How an opinion is met is depending a lot on the individual personality 
according to Edvinsson, whereby opinions are met differently everywhere. But there is a clear 
mentality within Nordea that says you should listen to your coworkers. 
 
The most common channel to communicate changes in strategy is according to Edvinsson and 
Engström the intranet. The Group Executive Management post articles and statements which 
can be read by every level of the organization. Furthermore, the corporate KPI’s are 
continuously reviewed on the intranet according to Engström to give everyone the opportunity 
to take part in the result of those KPI’s. At lower levels Edvinsson mention internal meetings 
as an important communication channel since every management team has the responsibility 
to distribute necessary information to ”their” workers. 
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Understanding	  of	  respondents’	  perceptions	  of	  strategy	  and	  the	  BSC 
Both Engström and Edvinsson agree that ”The scorecard works well in the sense that it 
reflects the strategy and the change we want to achieve.”(42) They argue that the strategy 
map, no matter how it is built up in each unit, it describes the change that must occur. As 
Engström also mentioned the BSC is ”a tool that should help execute the strategy.”(see quote 
36) In that sense I understand that the strategy is well connected to the BSC in Edvinsson and 
Engström’s view. Although, they do not seem completely satisfied in how the BSC is actually 
implemented in each part of the organization. Edvinsson believes that a stronger control in 
how the BSC is actually structured could be an improvement for Nordea. Engström explains 
that it is difficult to reach out to everyone in such a big organization, so she argues that it is 
only natural that everyone does not know about the BSC. Edvinsson argues that ”if all 
managers would do what was expected of them more people would probably know about the 
BSC in a deeper sense.”(43) He argues that ”it is part of the leadership to distribute and 
integrate for the purpose of motivating your coworkers.”(44) Maybe clearer guidance for how 
strategic changes and ultimately BSC changes should be communicated could be needed in 
some parts of the organization, those parts must however firstly be identified. 
 

4.7.2	  Case	  2	  –	  Nordic	  business	  area	  level	  
Responsiveness	  to	  changes	  
Holten-Larsen expressed that, concerning a strategic change undertaken in Nordea ”Quite 
soon after some info on a strategic change has been announced, the BSC changes through a 
KPI.” Holten-Larsen further argues that a change in the BSC should be adjusted to what 
activities are actually performed. A strategic change therefore affects the BSC of the unit or 
division that is actually affected by the change; a good sign of the flexibility in the BSC that 
should exist to be able to actively reflect the strategic focus at the time being in my opinion. 
Although, Holten-Larsen states that a strategic change is usually more visible in the daily 
work of frontline employees. I argue that this is probably due to that strategic changes often 
involve how to meet and treat the external market. So inevitably, the closer to the external 
market one gets, the more affected should actual daily activities be. 
 
Furthermore, Holten-Larsen mentions that the initiatives can change direction whenever 
needed to ”steer through traffic”. This clearly supports that the BSC is strongly receptive to 
strategic changes in Holten-Larsen’s view. This through the KPI’s which addresses a change 
in the behavioral pattern. The BSC is highly responsive to changes in the strategy. 
 
 
The	  communication	  of	  changes	  
In Holten-Larsen’s view the communication of strategic changes starts from the very top: ”It 
actually starts right from the top, from the CEO.” On the next level the group executive 
management is responsible for different business areas and -units. This way to communicate, 
from one level to the next right through the organization, is part of the PPMM which Holten-
Larsen is proud over. In his view it also helps getting the management on board when a 
change is about to occur, again an important trait in Dufour and Stean’s (2006) behavioral 
approach. 
 
In Holten-Larsen’s view they work actively with the KPI’s to communicate changes. Those 
measures are also integrated in the incentives program to really affect the behaviour. So a 
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change is not only communicated in the written sense on the intranet, but actually through the 
performance management when using the KPI’s to communicate and implement change. 
 
Holten-Larsen agrees that each segment units and line managers come in with proposals on 
the BSC and they are also responsible for implementing the different customer concepts. In 
that sense they are also actively participating in implementing and to some extent initiating 
the strategic changes. 
 
On the Nordic business area level the communication of changes seem efficient. It could be 
quite natural that a level so close to the top is experiencing the communication as clear and 
relevant when the company applies a top down approach. However, this will be contested or 
affirmed in the following cases the further down in the hierarchy one goes. 
 
 
Understanding	  of	  respondents’	  perceptions	  of	  strategy	  and	  the	  BSC 
I understand that the connection between the strategy and the BSC has become stronger with 
time. Holten-Larsen argues that ”We have become more precise in our handling of customers, 
the KPI’s are more precise.” Since he argues that the strategy is very much reflected in the 
KPI’s and that the KPI’s are part of the BSC I argue that Holten-Larsen’s perception is that 
the connection is very strong, relevant and visible. As he has expressed, once there was a 
signal to become more customer oriented throughout Nordea it was communicated both in the 
written sense through the intranet, but also through the BSC in the KPI’s. Him experiencing 
that the change was visible ”almost immediately” is good support that he experiences the 
connection very positively. He further explains that the way they do performance 
management is by making sure that people have the right KPI’s and initiatives to work with; 
”when we change the strategy we change the scorecard.”  
 
Grading from both the strength of Holten-Larsen’s expressions and the occurrences of his 
statements I evaluate that at division level Holten-Larsen experience that the strategy is very 
well connected to the BSC. ”There are not many words of the strategy for Nordic Banking 
that is not transformed in one way or the other into the BSC and used in the performance 
management.” He expresses that connection as ”very directly”. This connection is even 
further improved since at Holten-Larsen’s level the BSC is so well established and 
implemented into the daily work and according to their needs that ”you do not think about 
how it should work, it just works today.”  
 

4.7.3	  Case	  3	  –	  Swedish	  business	  area	  level	  
Responsiveness	  to	  changes	  
Rubarth explains that minor changes of the strategy and thereby the BSC occur continuously. 
One example could be a gradual shift towards a stronger focus on new customers, meeting 
with customers, proactivity towards customers and thereby more satisfied customers. This 
shift is part of what the new CEO advocated when he was assigned in 2007. It could also be 
seen in the strive for having more bank advisors in proportion to other employees, he 
explains. The aim of becoming a consulting bank has become more and more clear by 
listening to what the CEO is saying and reading his words on the intranet. Such changes in 
focus become visible in the BSC through new targets in the KPI’s. As Rubarth explains the 
KPI’s change on a yearly basis as the strategy is adjusted. The responsiveness to change is not 
argued to be direct at this level, but rather that they have to be filtered from the top through 
the organizational levels to finally render into a certain KPI. Although the strategy is 



	   69	  

expressed to be very visible and any change in focus awakens the thought of what should be 
measured to reflect that change. I would evaluate the responsiveness to change as great since 
all strategic decisions that can be measured will be measured. Although, such an initiative 
often first passes through the business area level and then right KPI is identified. 
 
 
The	  communication	  of	  changes	  
From the interview I get the impression that there is a clear communication from the top and 
down. This is done through the intranet, when the CEO goes on a road show to visit the 
different locations and other informative events. On the intranet there can be a text where one 
can interpret a tactical change, or it could be a clear statement of a new strategy. There are 
continuous reviews where two adjacent-level managers meet quarterly to discuss the BSC and 
annually for a strategy review. There is then a discussion between the managers of what 
targets to set and how they should be measured. In that sense, the communication occurs both 
directions since, as Rubarth mentions, input is given from both directions on how a new KPI 
can be measured. The new KPI’s are communicated directly affecting their BSC and then 
further communicated throughout the division. Further besides the quarterly review of the 
BSC there is a monthly review of the KPI’s that are also measured outside the BSC. This 
implies that a continuous communication is occurring at this level. Although, Rubarth states 
that there is no obvious way for how to communicate a new strategy, but it is done very much 
in the means of new measures and not only in the written or spoken sense. 
 
 
Understanding	  of	  respondents’	  perceptions	  of	  strategy	  and	  the	  BSC 
According to Rubarth the BSC is well connected to the strategy at Swedish business area 
level. As he expresses it, the strategy lives through the KPI’s, partly found in the BSC, which 
are constantly reviewed. He also believes that the strategy is very well connected to the BSC 
at other levels in the organization since he expresses that from below one can see why a 
certain KPI exists and that it derives from a certain part of the strategy and the present focus 
areas. Furthermore, from above one can see the same effect; how a certain strategic decision 
renders into a specific KPI. He does not believe that this connection can be strengthened, as 
expressed. 
 
If strategy is that well connected, to get the most of it the BSC should also be well 
implemented and established within the organization. At his level Rubarth believes it is, but 
the further down from the top of the organization one gets, the less well known is the BSC. 
Although, he does explain that the target KPI’s are broken down to an individual level. They 
might not know that they are part of a BSC, but they do know what they should accomplish 
and aim for. This argument should be supported by case 4 and case 5 to be confirmed. 
 
Rubarth does not know if there is one way to handle issues with strategy and the BSC, but he 
states that everyone are seeking impressions from above. There are no instructions for how to 
practically handle a strategic change, it is rather up to each unit to see how they can contribute 
to the overall strategy. Therefore I argue that there is a risk for the contributions to be quite 
diverse and remember that theory also supports the importance of everyone being aware of 
their own contribution (Olve et al., 1999). Different strategic ”impressions” might both be 
interpreted and implemented in different manners. On the other hand, it has also been stated 
that the KPI’s, truly addressing the behavioral pattern and thereby the strategic activities, are 
pretty much decided from above. So this issue is more of how such changes are 
communicated and forwarded, depending much on the role and characteristics of the leader. 
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Finally, Rubarth explains that one direction where the connection is weak is between units on 
the same hierarchical level. Rubarth is mostly seeking information from above and 
distributing down, but very rareley cooperates sideways with this issue. I would argue that 
improved sideways-communication could be of great help in seeing how similar units are 
handling different issues of e.g. implementing a certain change or how they are solving 
problems when a target is not met. Although, such a study of whether that would gain any 
value could be a subject for further research. I argue that at this level the strategy is 
experienced to be very well connected to the BSC, both from explicit expressions and from a 
deeper understanding of the reasoning during the interview. As expressed the strategy is 
living through the KPI’s and they can all be deduced to a certain part of strategy. Since the 
KPI’s are constantly evaluated, I argue that this implicitly means that the ability to execute 
strategy is constantly evaluated. A higher manager can always see the results and make sure 
that they are commented on and that initiatives are taken to improve the performance where it 
is below target. This proves that there are good processes to follow up and review how 
strategic changes are actually affecting the daily business at this level and the strategy is well 
connected to the BSC through actually performed actions. 
 

4.7.4	  Case	  4	  –	  Division	  level	  
Responsiveness	  to	  changes	  
At this level I can see that the BSC is highly receptive to changes in the strategy and to what 
is actually relevant since when changes are made in the BSC they are adapted to the different 
roles of the working force. Further expressed, the areas of focus must be adjusted to the 
specific person working with the BSC. I argue that a strategic change that is more or less 
irrelevant should not be reflected in the BSC, so if every strategic adjustment leads to an 
adjustment in each BSC it does not automatically imply that they are well connected. 
 
In the eyes of Division, the BSC is adapted to the priorities of the coming year and the BSC is 
adjusted in connection to the yearly strategy review. Those changes are in turn seen in the 
KPI’s and the strategic initiatives and thereby proves the responsiveness to change. Further, 
the KPI’s address the behaviour of the employees which ultimately implies that not only the 
BSC is responsive to change, but also the actual execution of it. 
 
Division also supports that changes in strategy, or tactics, are shown or illustrated through the 
value house and directly reflected in the KPI’s. Another argument is, as Division explains, 
that the BSC reflects different roles very differently; what to measure is dependent on what 
one actually works with. A strategic change therefore affects the BSC of the unit or division 
that is actually affected by the change; a good sign of the flexibility in the BSC that should 
exist to be able to actively reflect the strategic focus at the time being. This clearly supports 
that the BSC’s are strongly receptive to strategic changes in Division’s view. 
 
 
The	  communication	  of	  changes	  
Division has seen from previous experiences within Nordea that the BSC is used to different 
extents at different levels and parts of the organization. Thereby, the communication has not 
reached all the way in certain parts and I argue that this would most certainly also affect the 
communication of changes negatively in those parts. 
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Division argues that the goals must be clearly expressed, as also emphasized by Olve et al. 
(1999), and they should reflect where the focus should be in order for the scorecard to be 
meaningful. This implies that the communication should be effective and efficient throughout 
the organization in Division’s eyes, meaning that the right information should be 
communicated to the relevant parts of the organization. And that depends on what role one 
has in his or her job; different roles should be reflected differently in the BSC. In other words, 
the BSC should be flexible to what the need actually is. Where in the organization Division is 
today, they experience that the communication is effective in the sense that they reflect what 
is relevant to them. 
 
Division experiences that they are guided by their business area and by the corporate level in 
a certain framework for how their BSC should look. Then it is up to them to formulate and 
present their suggestion of the BSC to the management team at business area level. The 
communication of changes happens in both directions between those two adjacent levels. 
Division explains that the BSC is also used to communicate to the employees what the 
priorities are. That implies that the changes will be transferred to the employees through the 
BSC ones they are visible to the management team at that level. He further argues that it can 
also be used as guidance at lower levels, which increases the extent of the communication. 
Although, I argue that this would require that the lower levels have the same attitude, that 
they can seek guidance in higher level’s scorecards, i.e. that must be a mutual understanding 
in order to actually occur. It can only be confirmed by looking into the case at the next level. 
 
Ultimately, strategy is communicated by showing what activities should be prioritized 
through both strategic initiatives and KPI’s at this division. A change in strategy would 
ultimately be communicated by changing the priorities, e.g. in what KPI will be the most 
important one to focus on. 
 
Finally, Division argues that the strategic changes are communicated downwards to the 
relevant units in an uncomplicated and clear way, mainly visualized in the BSC, but also 
through informal discussions and meetings. There is in other words communication both in 
words and in shown priorities, a good way to communicate in my view if the information is 
really accepted. 
 
 
Understanding	  of	  respondents’	  perceptions	  of	  strategy	  and	  the	  BSC 
As already mentioned, Division explained the purpose of the BSC being ”to find a logical 
connection between the goals, the activities we do and the review.”(45) They further states 
that the KPI’s should be interconnected; ”there should be a collected thought of what we want 
to focus on and what we thereby want to do and how we should then follow up on what we 
do.”(46) That is in my eyes a well expressed, clear description of how a strategy should be 
connected to and implemented through the BSC. In other words, how strategic behavior is 
supported by the BSC measures. Division would grade that connection to 4 out of 5. The BSC 
is expressed as the tool to present what they do at the division in the study and what they 
focus on. ”The strategy is what we should do to reach our goals. And if the BSC then covers 
the most important things we do then the strategy is well covered.”(47) Although, Division 
experiences a weaker connection in what is chosen not to do, which can also be part of the 
strategy; active decisions not to perform certain actions or behaviors. As admitted and as I 
also agree, it would be irrelevant to measure an activity that is not performed in a BSC. 
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In the aspect of whether the BSC is well established within the organization Division believes 
that it is in their level. Again it could be graded as 4 out of 5. The main features are known, 
but Division also argues that it is a matter of personal interest. They believe that at lower 
levels they are mostly interested in their own BSC, not so much a BSC on a parallel level, but 
only partly the BSC’s at corporate and divisional level. As expressed earlier, the BSC could 
work as guidance for lower levels. If it is true that the interest in other divisions’ and units’ 
BSC’s is little, then this guiding feature would be lost. This is one aspect where the 
connection could be improved; if the BSC at other levels would be used to learn how different 
parts of strategy is reflected through other BSC than mainly the own. 
 
One factor that might help clarifying the connection between strategy and the BSC, according 
to Division, would be if the divisions would be more active in the discussions about the 
strategy, at least at business area level, but maybe even at corporate level. This could be 
supported by Olve et al. (1999) finding that it is important that, especially in rapid changes, 
several people are engaged in the development discussions. Ultimately, this could be one 
issue where Nordea could improve the connection at divisional level and also something to 
think about in other companies. 
 

4.7.5 Case	  5	  –	  Business	  unit	  level	  
Responsiveness	  to	  changes	  
From the interview with Unit it is rather difficult to gain a clear understanding of whether the 
BSC is truly receptive to changes or not. On one side Unit argues that the KPI’s have been 
similar over time, which is what the BSC should measure. When asked how the BSC has 
changed since it was first implemented, Unit answers: ”If you start off with the KPI’s, they 
have been quite the same.”(48) On the other side Unit argues that the KPI’s are updated each 
year. ”It (the BSC) is updated each year according to the changes in the KPI’s”(49) and 
further states ”But those are minor changes.”(50) The only way I can argue is that the 
changes in the KPI’s measured in the BSC are so minor that they are experienced to actually 
be of the same nature, i.e. maybe hold new targets, but still measuring the same thing. 
 
At the same time it has been stated that the daily work at the unit is affected when the 
strategic initiative is actually concerning them. As an example, the prudent growth strategy 
would affect the daily work in that the staff would lend money to more customers again. 
”How it affects us depends on the initiative. Prudent growth as example could also affect us 
in that we dare to lend money to more people again.”(51) On the other hand, Unit explains 
that all strategic initiatives are not well reflected. One example being the strive for decreasing 
the number of manual money transfers with the purpose to increase the time of counseling, 
such an initiative is not well reflected in the BSC. ”the strategy is decently visible. Maybe not 
the money transfers which is a strategic initiative, that is not visible in my BSC.”(52) 
Ultimately, there is room for improvement since if some strategically important behaviour is 
not supported by the BSC and the BSC is used to evaluate ones performance, it is in my 
opinion likely that such an action is prioritized lower than an action measured in the BSC. 
Hopefully then, the behaviour left outside the BSC should have a lower priority even in the 
corporate perspective. 
 
It is further explained that the KPI’s are important for everyone to know and the example with 
a growth strategy is explained again: ”the KPI’s are very important for everyone to know; if 
we have a growth strategy then new customers should be in our focus and then we follow new 
customers and how we should do that.”(53) This implies that the KPI’s actually reflect what 
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the main strategy is, and further address the kind of activities that would lead to executing that 
strategy. 
 
Since those previous statements are a bit conflicting, it is difficult to strongly argue that such 
changes are actually reflected in the BSC. Thereby, I argue that there could be a possibility to 
improve the responsiveness in the BSC to strategic changes. If it is so, that KPI’s do not need 
to be changed in the specific unit since there are no relevant major strategic changes, then that 
should be clarified why the KPI’s are kept at a relatively constant level. Although, it still 
seems as though the strategic changes that are relevant are at least reflected in the daily work, 
which is the purpose in the end, but should in my view, and to some extent also in Unit’s 
view, also be further clarified in the BSC. 
 
 
The	  communication	  of	  changes	  
According to Unit it is important to communicate the strategy to all employees, at least the 
parts that are relevant. And the KPI’s are important for everyone to know. As stated: ”To 
control an organization, the strategy must be communicated to all employees, communicate 
what is important to all employees. Then if it is called a BSC or something else, if everyone 
must know that. But the KPI’s are very important for everyone to know”(54) It can not be 
mistaken that knowing the strategy and thereby, I argue, inevitably also the strategic changes 
is important to Unit. They explain that it is up to their superior to communicate a change in 
strategy to them. Then it is up to Unit to present them to the staff. This communication is 
usually also supported by information on the intranet, Unit says. And Unit is usually also 
provided with presentation material so that they will transfer the right information and not put 
too much interpretation into it. Unit is convinced that there is a communication plan within 
the organization. That itself is a proof that Unit argues for the communication being very 
efficient and appropriate, to that particular unit at least. 
 
Unit really praises how the company has accomplished communicating strategic changes. 
They are to a great extent communicated by the group CEO. His role as a leader is very strong 
in Units opinion. ”The CEO communicates a change in strategy. There are probably many 
initiating the change, but then it has a real impact if he says that this is the way it is and this 
is how we do it.”(55) 
 
Another way to communicate change is at so called Branch Management Summits, which are 
held once each year. An initiative can be presented in such a meeting and further clarify what 
the company stands for and what plans they have to accomplish the new goals. Another 
meeting is held each month between unit managers where strategic matters are also discussed. 
 
In the case of communicating BSC changes Unit has the opposite view. Here Unit argues that 
Nordea can improve the communication. If they would explain changes in the BSC better, it 
would increase the understanding of where they are coming from. It would then be clearer 
how they are connected to a strategic change. When asked how changes in the BSC are 
communicated, Unit explains: ”There I would not say that they really tell you what they have 
changed and why. It just happens. There I would say that they could be a bit clearer so that 
one could understand the connection in a different way. What has caused the change.”(56) I 
argue that a visible plan is missing in the case of BSC developments. Unit is very happy with 
how the strategic changes are communicated, they are explained and the plan of how to 
accomplish the strategy is accounted for. In the case of BSC changes on the other hand, Unit 
expresses that they just happen. I argue that Unit is missing the plan that does exist in 
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strategic issues. Unit does not feel part of how the BSC changes and why. This could be 
supported by Olve et al. (1999) finding that it is important that, especially in rapid changes 
that several people are engaged in the discussions of the development of the BSC. Further, 
Dufour and Steane (2006) similarly argues that getting the whole organization on board in 
strategic changes are important within the behavioural approach. Ultimately, this could be one 
issue where Nordea could improve the connection at business unit level. 
 
 
Understanding	  of	  respondent’s	  perceptions	  of	  strategy	  and	  the	  BSC 
Units understanding of the strategy seems very positive, it is very visible and very well 
communicated as previously discussed. The visibility could be seen in the following 
statements: ”We had a very visible growth strategy..”(57) ”..that there is a read thread in 
what you decide and the direction you move in, I think we have that..”(58) ”It (the overall 
corporate strategy) is clear.”(59) 
 
However, the strategic connection to the BSC seems to be experienced as weaker. I interpret 
that the BSC is in Unit’s case not used as clearly as a strategic tool as it could be and as it is 
on other levels. Unit expresses at one occasion that the BSC ”is the office manager’s tool 
towards the region manager, to comment why we are behind and what actions we should 
take.”(60) That in my eyes seems more like a performance management tool, even though 
strategy is a lot about how to perform. In Unit’s eyes, I argue that the strategic importance in 
the BSC could be clearer. 
 
Further, when specifically asked how well the strategy is established or reflected in the BSC, 
Unit thinks quietly and says: ”Relatively good I think”(61). It is further explained that the 
KPI’s are well defined and it is very clear which KPI’s are the most important. In that case 
there is a connection. Although, Unit is not clearly satisfied. They argue that there is not a 
very long-term focus in the BSC, which it should be according to theory. Ultimately, there are 
some strategic initiatives that are not well reflected and some that are, as previously 
mentioned. 
 
Since Unit argues that the BSC is well established at their level, it could in my opinion be 
used more efficiently to communicate and establish the strategy. ”At my level and up it is well 
known and well established.”(62) ”However, the staff might not know the BSC, but they do 
know the targets we measure with the BSC well.”(63) By being clearer on why certain 
changes in the BSC occur, relating them back to the strategic change, and having more of a 
discussion of the long-term plan with the business unit levels would in my opinion be a first 
step in improving the connection of the BSC to its underlying strategy. Although, the added 
value of such a change might not be to make the strategy clearer, but rather the strategic 
importance of the behavior that is prioritized in the BSC. 
 

4.7.6	  Case	  comparison	  of	  how	  well	  strategy	  is	  connected	  to	  the	  BSC	  
Responsiveness	  to	  changes	  
As expressed by Kaplan and Norton (1999) the BSC should be flexible in the sense that it 
should be responsive to adjustments in the strategy. This is also a conviction throughout 
Nordea and can be identified in all interviewed cases. 
 
Every business area is responsible to independently work out and develop a way to implement 
a strategic initiative coming from the top of the organization as expressed by Edvinsson, 
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Engström, Holten-Larsen, Rubarth and Division. This leads me to believe that it is difficult 
for the initiators to know right away whether a strategic change is actually implemented in the 
BSC at all, when it is done and how well it is implemented. As Holten-Larsen describes, it is 
important to make firstly the managers and secondly the employees aware of the purpose of a 
change and to increase their understanding of it to actually have an effect in behaviour. These 
important factors might be lost when the implementation of a change is not controlled in any 
way and thereby the connection might be unequally well expressed throughout the 
organization. 
 
Edvinsson argues that his personal opinion is that the company might gain from a slightly 
stronger control over the structure of strategy maps, which is a complement to the BSC. He 
explains that the content is differing and should differ to meet every specific need. Although, 
each unit now has a different strategy map also regarding its structure and every unit is to 
very different extents actively working with the strategy maps. Holten-Larsen mentions that 
his unit has completely distanced themselves from the strategy map, which supports 
Edvinsson’s argument. I agree with Edvinsson arguing that adding flexibility to the BSC 
process subtracts unity within the organization. The downside of this issue is that the BSC 
might respond to changes unequally well between different units. Or even as Division argues 
that the BSC is not used down to the same level in every part of the organization. The upside, 
however, is that it increases the empowerment among the people which might in turn increase 
the motivation to act on a change. Although, whether the company would gain on increasing 
such control is a subject for further research. On the other hand, there is some unity in that 
there are initiatives and KPI’s that are common within the whole organization as many 
respondents describe. And it seems, both explicitly and implicitly from responses, that that the 
PPMM is well implemented and appreciated. 
 
The two above analytical arguments might be counteracted by the fact that the BSC and the 
strategy go through quarterly reviews that are transported upward in the organization. These 
reviews make it possible to follow-up on any unit not corresponding to a change in the 
expected way. Furthermore, follow-ups and evaluations of how well the corporate KPI’s are 
met and why or why not the results are satisfactory is communicated downwards in the 
organization through the intranet to give anyone the opportunity to take part in the results. 
This again, according to Edvinsson and Engström, to motivate the workers by the knowledge 
of their and others’ performance. 
 
Holten-Larsen also expressed that, concerning a strategic change undertaken in Nordea 
”Quite soon after some info on a strategic change has been announced, the BSC changes 
through a KPI.” Division also supports that changes in strategy, or tactics, are shown or 
illustrated through the value house and directly reflected in the KPI’s. Another argument is, as 
Division explains, that the BSC reflects different roles very differently, which is a good sign 
of the flexibility in the connection between strategy and the BSC. I evaluate the connection in 
the light of responsiveness to change to be very strong at Nordic business area level, but with 
a possibility to be even stronger in the lower levels. The further down the communication 
goes in the organization the further away the information is from the original source. In the 
very end it has passed through several management teams with different abilities and skills to 
communicate. As mentioned by Unit an information package is distributed to the office 
managers when a strategic change has occurred. This to ascertain that personal interpretations 
will not be mixed into the original message when further presented to the staff. Such 
presentation material has not been mentioned in any other case, but could be a good way to 



	   76	  

address the issue of unifying the information that is communicated to each part of the 
organization at any level. 
 
 
The	  communication	  of	  changes	  
From theory one might remember that Bengtsson and Skärvad (2001) argued that the 
motivation, knowledge and actions of employees are crucial in any organization. Information 
and communication is thereby crucial for successful change, it should be openly 
communicated what changes are awaiting and what behaviour they might imply. Furthermore, 
a clear aim of the business and a feeling of participation is needed to prepare the employees 
for a change according to Ekstam (2005). I argue that the strategic effect of the BSC will be 
improved if it is communicated effectively through different channels to every relevant part of 
the organization. 
 
The means used to communicate information on strategic changes at Nordea are mainly 
written information on the intranet, spoken words to management teams on different levels or 
encouraging certain behaviour through the different measures or concepts in the BSC. At the 
corporate level the main tool seems to be the intranet while at all the lower levels changes are 
mainly implemented and communicated through supporting and targeting certain activities. 
This is an interesting fact since the communication channel mostly used in the top is not what 
is used at the other levels. Considering that the strategy process is top-down, my suggestion is 
that the corporate level should consider using other communication channels to gain 
efficiency and effectiveness. The intranet is even argued to contain too much information for 
any ”normal” person to completely take in according to Edvinsson. Followingly, no one can 
possibly know whether the information displayed are actually read or correctly understood 
since it does not contain any form of personal interaction. As Holten-Larsen expresses, words 
are nice but hardly change ones behaviour. I agree to that statement, but still consider that the 
words are important; in combination with other means of communication. 
 
Edvinsson, Engström and Holten-Larsen all agree that information coming from the top of the 
organization should be distributed through the management teams on the lower levels. 
Rubarth, Division and Unit also agree that the PPMM contain good processes and are 
satisfied with the top down approach. Although, Division argues that they would gain a 
clearer connection to strategy if they would be more participative in the strategy discussions, 
at least on business area level. A similar view is held by Unit stating that “I could affect more, 
but everyone wants to affect”(64), meaning that Unit would like to be more participative in 
some decisions regarding their own BSC. 
 
As Holten-Larsen describes, it took time, effort and persuasion to convince managers, some 
more and some less, in the initial introduction of the BSC concept. Holten-Larsen mentioned 
that ”We haven’t made a big fuzz of the BSC as such” and further explained that the BSC as a 
concept was never that important, but rather how it was implemented, how people worked 
with it and mainly the content of it; ”that people worked in the right way and with the right 
things, that has been more important to us.” I argue that this idea implies that Nordea wants 
to communicate the essence of the BSC which is, in my eyes, no problem per se. Although, 
the communication process is only controlled to unit management level and not further down 
to the employees and ultimate users of the BSC. A statement supported by Unit arguing that 
the staff might not know of the BSC per se, rather the targets that are measured. 
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And further, the communication from the bottom up seems to be deficient. This can be seen in 
the insecurity of some respondents in how it is actually working further down in the 
organization. As Division explains, it is about interest, it is more common to have an interest 
for the BSC at higher levels rather than lower levels, and a BSC that is parallel to one’s own 
is very seldom of interest. On the other hand, at the business unit level the sideways 
communication seem more widely used in that Unit explains that there are monthly meetings 
with other office managers where strategic issues are partly discussed. 
 
How well changes are communicated will very much depend on the personality, the skills and 
the ability of a manager to communicate with his or her employees. Ultimately, the 
connection will have different depth and strength between different units and parts within the 
organization. I therefore argue that the connection between the strategy and the BSC could be 
further developed and deepened by improving the communication process to the employees 
actually closest to the customers. The company goal and the strategy would then be more 
visible externally and the connection could be more evenly strengthened. As Edvinsson and 
Engström has admitted: ”in the very end of the organization there are probably those who 
have too little knowledge”(see 38) and that they could reach out to more people. Or as 
Edvinsson expressed: ”if all managers would have done what is expected more people would 
probably know the BSC in a deeper sense.”(see 43) 
 
My analytical evaluation of the communication aspect of the connection is that there is 
definitely room for improvement, maybe by further training of management or setting up such 
presentation material as mentioned by Unit, but the connection in this regard should not be 
considered as weak or shallow. Strategic changes seem well communicated, at least down to 
office managers. Further down the strategic connection seems weakened. Even though the 
staff knows what their targets are and thereby what activities they would prioritize, they might 
gain further motivation by actually knowing the strategic importance of their actions. I argue 
that it might allow them to clearly see how they can contribute to reaching the strategic goals. 
 
 
Understanding	  of	  respondents’	  perceptions	  of	  strategy	  and	  the	  BSC	  
All respondents have expressed that they regard the connection between the strategy and the 
BSC as strong, or relatively strong as expressed by Unit. The perceptions can be divided to 
answer for different levels of the company. In the top, Engström and Edvinsson answers for 
the corporate level. They agree that the connection is strong, but on the other hand they both 
also see the difficulties in the communication process in such a big organization. They believe 
that the BSC could be better established if the discussion between office managers and 
employees was improved and that the degree of knowledge about the BSC could be 
improved. Therefore, at corporate level the connection is strong, but is believed to be able to 
be improved further down. 
 
Holten-Larsen answers for the BSC on the Nordic business area level and he expresses the 
strongest positive opinions of the connection in my interpretation. The Nordic business area 
level is the closest one to the corporate level, and that might in my view have an impact. He 
clearly sees the strategy process starting from the top and can then early in the process see the 
changes that will occur and from where they originate. The strong connection to strategy is 
also dependent on the fact that Holten-Larsen argues that their business area are now more 
actively working with the KPI’s which address actual behaviour rather than only expressing 
empty words. This could be further implemented at corporate level where words on the 
intranet are more widely used to communicate. 
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Holten-Larsen argues at several occasions that the connection between strategy and the BSC 
is strong. He also argues that the BSC is well established and works well at Nordic Banking. I 
argue that from the interview with Holten-Larsen the connection between strategy and the 
BSC is very well applied at Nordic Banking. Holten-Larsen states to finish the interview that 
in his view ”We wouldn’t run Nordea without the BSC, then we would have to find something 
else.” 
 
Rubarth, found at the Swedish business area level, experiences that the BSC is well connected 
to the strategy. As he expresses it, the strategy lives through the KPI’s, partly found in the 
BSC. He believes that one can see the connection of how each part of strategy is rendered into 
a specific KPI and does not believe that this connection can be strengthened. Although, he 
does believe that the connection sideways in the organization could be improved. Also that 
the BSC could be more well established at lower levels which would, in my eyes, lead to a 
further improvement in the strategic connection throughout Nordea. 
 
At the division area we find Division grading the connection with 4 out of 5, as said during 
the interview. A well connected and well covered strategy can be found in the BSC since the 
BSC is the way to illustrate the idea of what the company wants to do and the strategy is 
ultimately how you do it. Although, Division believes that the strategic connection is lost 
further down in the organization; that the further down in the organization one gets the less 
power to actually affect one ultimately has. The scorecard might be used to lower degrees at 
lower levels, but the discussion about strategy stays at a higher level. Division explains that in 
the level below the division level the scorecard is more used in an evaluation discussion 
between the worker and the boss rather than a discussion about strategy. He further argues 
that more participation in strategy discussions would further clarify the strategic connection, 
but still thinks that the connection is visible and strong. 
 
The weakest connection can be found at business unit level. Unit only experiences the 
connection as relatively strong. That might be partly dependent on that the further down in the 
organization one looks the less can the decisions be influenced. As explained by Unit, they 
might have an influence in how a KPI is measured, but it is relatively set already from above. 
It might also be dependent on the fact that the BSC is more used as a performance evaluation 
tool rather than a strategic communication tool used within performance management, as also 
mentioned by Division. Although, Unit argues that the strategy is visible at Nordea and well 
communicated considering the size of the organization. This connection is also seen through 
the KPI’s and the targets, but the long-term goals, which the strategy should consist of, are 
somewhat lost in the BSC of the business unit in the study. Thereby, I argue that this is where 
the connection can be improved to the greatest extent. Maybe by making the office managers, 
as well as on divisional level, feel more part of the strategic discussions by letting the top 
down process also move in an upward direction to some extent. It is difficult, and I do not 
argue that it would be for the better, to let office managers affect the overall strategy in the 
corporation. Although, being more participative in division strategy would in my eyes not 
particularly mean having a decisive power, but would improve the connection to the overall 
strategy. Finally, more long-term goals could be included or clarified in the BSC even at unit 
level. 
 
I thereby argue, that this communication channel to communicate strategy – through BSC 
changes – could be more effectively used at the two lower levels. It could also allow for 
communicating both upward, downward and sideways. As Edvinsson argues himself, the 



	   79	  

intranet, today being another important communication channel for strategic change, contains 
too much information for any person to take it all in. Furthermore, I consider the intranet as a 
one-way communication tool; downwards in the organization. It should not be abandoned, but 
the management- and group meetings could add to the interaction between different levels of 
the organization which not only allows communication to go both ways, but also allows those 
not completely understanding the purpose or the essence of the information to get a quick and 
easy response. Thereby I argue that meetings concerning what activities should be in focus, 
why and how each unit can contribute to the whole would in my eyes be gainful for Nordea, 
especially at the two lower levels. The connection between strategy, the BSC and actual 
behaviour or actions could then be strengthened and deepened even more than it already is at 
Nordea. 
 
Followingly, there will be a conclusion and discussion of what have been the results and the 
contribution to existing theory. A closer look of what the readers, Nordea and I might carry on 
from the study will be further discussed in the following chapter. 
 
 

5.	  Discussion	  and	  Conclusions	  
The discussion and conclusions will be built on the research question and the purpose with an 
aim to conclude what the contribution of the study ultimately is. Firstly, there will be a short 
discussion of how the strategy and strategic changes turned out to be connected to Nordea’s 
BSC. Secondly, more general conclusions and the real-world contribution of the study will be 
accounted for in four subcategories. 
 

5.1	  Discussion	  of	  Nordea’s	  case	  
Nordea seem to have found a well-implemented and suitable way to make their strategic 
changes actionable. Their approach, to address the behavioral pattern by communicating 
change through the KPI’s has proved to give a result of the strategy and changes of it being 
more than just words, more than just ”corporate bullshit”. The BSC has successfully been 
their tool to make the strategy more operational in the sense that whatever strategy is applied 
is reflected in the operational behavior of employees wherever a change is relevant. 
 
The need to communicate and participate in discussions of formulation and implementation of 
both strategy and the BSC, although to different extents at different levels of the organization, 
has been identified as an important part of the process at Nordea. 
 
However, that being said does not imply that the process cannot be improved. The importance 
of understanding changes and feeling part of the decisions that are made has proven true in 
Nordea’s case. At the two lower levels of the study there was an experienced lack of 
participation and even understanding of where certain changes were coming from. By having 
further dialogues all the way down in the organization I argue that this issue might be 
resolved. It might not actually change the behaviour, but it would evidently improve the 
understanding of why certain behaviour is prioritized and in many cases increase the 
motivation to perform. I further argue that the employee satisfaction could then be improved 
by a feeling of participation and empowerment, which should ultimately be part of the 
internal BSC perspective in the end. 
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Even though this is not the only way to apply the BSC, this is one of the good ways to do it in 
my opinion. The conclusions that will followingly be drawn will not be statistically 
generalisable, but more so analytically generalisable to other contexts all in accordance with 
the qualitative manner adopted in this study. 
 
 

5.2	  Conclusions	  and	  the	  contributions	  to	  the	  real-‐world	  setting	  
I have been told that the conclusion should bring the empirical data one step further (Nylén, 
telephone contact, 11 February, 2010). In this chapter one should thereby evaluate how this 
study can contribute with a value to external parties. Considering that Nordea is the company 
of study, anyone outside Nordea and anyone other than myself as the researcher should be 
able to gain some value from the results. I would feel confident to state that a study of Nordea 
would also be useful and fruitful to others. Nordea has a very well implemented BSC and the 
pertained processes, collectively called the PPMM. They are a large company that has still 
been able to establish the BSC into the daily work of the employees in one way or the other 
all over the organization. Of course, there is always room for improvement. Although, the 
way that this study will contribute to existing theory is that in a well thought through process, 
many theories have been put to the test in reality. I am therefore confident to discuss the issue 
in a somewhat more general sense. 
 
To remind the readers, the following research question has now made its way all through the 
study and will followingly be concluded: How are strategy and strategic changes reflected in 
the Balanced Scorecard? 
 

5.2.1	  A	  true	  connection	  is	  one	  that	  will	  actually	  affect	  the	  behaviour	  
A first conclusion that I have drawn from this study is that I have come to realize that 
changing the BSC due to a change in strategy is not meaningful if it would not actually be 
acted out. It is probably easy to update both strategy and the BSC to make it look nice. 
Although, the real challenge is to actually make the change happen; to make the change 
actionable. I argue that this can be done by identifying firstly a way to communicating what 
behaviour is strategically important, how it can be transferred into real actions and how this 
certain behaviour can be encouraged. In theory it has been stated that one common challenge 
and obstacle to change is actually being able to change the behavioral pattern. Although, the 
biggest real-world contribution to my theoretical experience of the BSC as a strategic 
communication tool is that the behaviour can clearly and effectively be addressed through the 
BSC. One way has shown to be through the KPI’s. Thereby I also argue that the first real-
world contribution to existing theory is that the BSC can be very action-oriented and not only 
a visualization of strategy. 
 

5.2.2	  Addressing	  the	  behaviour	  through	  the	  KPI’s	  makes	  the	  changes	  actionable	  
As being stated earlier a general understanding of the BSC is that it should be based on 
strategy. This conviction seems true also in reality. What surprised me the most in this study 
was the strong focus on behaviour, as just previously mentioned. As has been shown in 
previous research, actually affecting the behaviour has been a recognized obstacle to change. 
Therefore it was interesting to see such a focus on affecting the behaviour by implementing 
change through KPI’s. By using the KPI’s to communicate a strategic change it can either be 
expressed as a change in what behaviour or activities should be measured, i.e. the actual 
measures of the KPI. It can also be expressed by changing the target of the KPI, i.e. changing 
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the level of the expected result of the performance. Thereby different strategic changes can 
form the KPI in two different ways, either by the means or by the target. 
 
Consequently, the KPI’s can communicate a very clear message in what kind of behaviour the 
company wants to support and what activities should be prioritized. They can also clearly 
show on what level the performance should be to be able to reach the overall strategy by 
setting a reachable and clear target. Although, to make sure that those clear statements of 
what is expected and to what level, there should be some incentive that encourages those 
expectations to be fulfilled. One way to create an incentive as to performing well on the 
certain KPI’s of focus is to constantly evaluate and review them in the performance 
management. Further, they can be a basis for bonuses and promotions. Then it is really 
important in my view to make sure that the KPI’s are measured in a fair and open way, and 
that they really measure a kind of behaviour that wants to be supported. 
 
To conclude, KPI’s can reflect a strategy in the sense that what must be done and to what 
extent to reach the strategic goal. Further, it can encourage that the expected behaviour is 
actually actualized. 
 

5.2.3	  To	  have	  a	  true	  connection,	  the	  changes	  must	  be	  relevant	  
A BSC does not have to reflect all changes made in the strategy to be able to state that the 
strategy is well connected to the BSC. There is no need to reflect those changes that are not 
relevant to the specific user of that scorecard. This is a conclusion that might not be 
revolutionary, but still very important to bring up. In the study it was made clear that certain 
strategic changes affect various parts of the organization differently. Thereby they are 
reflected diversly in different BSC’s. In my opinion, that is a very important adjustment that 
demonstrates a flexible organization. 
 
Further, to make the BSC even more relevant and a living part of the daily business it should 
be adjusted to it’s users. Individua KPI’s should be developed to reflect the specific activities 
and tasks within the part of the organization where the BSC should be used. These KPI’s are 
an efficient and effective way to go about to adjust the BSC as soon as the strategy is updated 
since they very much address a certain behavior. If that behaviour, i.e. the KPI, is prioritized 
according to what is prioritized in the strategy, the strategy is ultimately well reflected in the 
BSC. With continuous reviews and evaluations of these KPI’s, it will be ascertained that the 
right strategically important behaviour is performed at a coveted level. Thereby I would argue 
that the strategy is actually actualized. 
 

5.2.4	  Participation	  and	  awareness	  are	  influential	  factors	  for	  successful	  change	  
I have come to understand that not only efficient communication, but also a feeling of 
participation will affect the performance and motivation of employees. By communicating a 
change one will achieve awareness of the change, which is obviously a necessary factor to be 
able to really implement a change. However, by letting influential employees, such as 
managers on different levels of the organization, participate in the discussion on not only BSC 
changes but also strategic changes will increase the feeling of being participative and thereby 
also the motivation in many cases. Even though the efficiency of a change has not been 
explicitly discussed in the interviews, the issue and need of communicating a change 
throughout the organization has implicitly dealt with whether a change is more likely to be 
understood when it is communicated.  
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In the initial stage of this study I was convinced that the communication was critical. 
However, this study has come to take me one step further in this conviction. I now argue that 
it is not only essential to communicate a strategic change through the BSC, it is also necessary 
to clearly explain why a strategic change is made and then to make that connection to what 
that change would imply. In other words, really make sure that the connection is clear; how a 
strategic change leads to focusing on certain behaviour in the BSC. The connection between 
strategy and the BSC might be obvious to some, but might not be clearly and deeply 
understood by others. By making sure that the true reason of why a BSC change occurs, this 
connection could be made even stronger. In my opinion, participation in discussions of how 
strategy changes and how that leads to certain changes in the BSC would be one way to widen 
the understanding of the connection. Further, the interactive communication should be the 
main channel of communication to increase the feeling of participation, but could still be 
supported by written communication. 
 
To finally conclude how strategy and strategic changes are reflected in the BSC it can be 
argued that addressing the behaviour would be a very efficient way to make the changes not 
only recognized but also actualized. Further, communication is not enough if the changes are 
not understood. By emphasizing interactive ways of communicating I argue that both the 
understanding and the feeling of participation is more likely to increase. 
 
 

5.3	  Suggestions	  for	  further	  studies	  
In the analysis of the empirical data it was revealed that two cases would experience 
participating more in BSC and strategy discussions as positive. Theory supports that a feeling 
of participation is needed to prepare the employees for a change (Ekstam, 2005). Whether that 
participation could also increase the empowerment and thereby the motivation could be a 
subject for further research. 
 
A second area to study further is how coping with reactive in comparison to proactive 
changes could differ. I have earlier argued that a big change would be easier to cope with if it 
was of reactive nature rather than a proactive nature. This while reactive change is a response 
to an existing, maybe more visible, need than a proactive change which tries to foresee a 
need. It would be interesting to study whether changes of such differing natures should be 
coped with and approached differently when they are communicated through the BSC. 
 
A third suggestion of an interesting subject to study could be whether improved sideways-
communication of BSC issues could be gainful for mutual learning between units. At Nordea 
it turned out that divisions and units are mostly interested in BSC’s that are used at a higher or 
lower level of the company, but seldom BSC at parallel levels. If it is true that developing a 
BSC and handling occurring situations is a constant learning process, then it would be 
interesting to see whether learning from adjacent ”vertical” levels is really more gainful than 
learning from adjacent ”horizontal” levels. 
 
A fourth and last suggestion for further studies is a quite specific issue. At Nordea, Edvinsson 
argued that adding flexibility to the BSC process subtracts unity within the organization and 
that they would gain from a stronger control over how the different BSC’s should look to the 
structure. The downside of less control is that the BSC might respond to changes unequally 
well between different units since the same change might be reflected differently in different 
BSC’s. The upside, however, is that it increases the empowerment among the people if they 
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have more decisive power which might in turn increase the motivation to act on a change. 
Although, whether the company would gain on increasing such control is an interesting 
subject for further research and could of course be put in a more general context; to what 
extent should the BSC process be controlled versus free and flexible. 
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6.	  Quality	  evaluation	  
The last chapter will be provided for the readers to evaluate the quality of this research. A 
qualitative study can be judged from many different quality criteria, but the selected criteria 
have been subtracted from Guba and Lincoln, two researchers often referred to within quality 
judgments of qualitative research. It is up to the researcher to provide the premises on which 
theoverall judgment will be made. 
 

6.1	  Credibility	  
To increase the credibility of this study it has been made sure that all the empirical data has 
been correctly presented. The interviews were recorded while notes were taken to make sure 
that everything that was said during the interview would be accepted on the same premises. 
The interviews were transcribed in its total with a sincere intention to present all data as exact 
as possible. Further, the respondents have then been provided with a transcribed copy of their 
respective interviews. They could then study how their responses had been presented to make 
sure that their original intentions were intact and not misunderstood. 
 
Secondly, it has been ascertained that the readers can understand when the researcher’s 
interpretation has been presented and when data is recomposed in its original sense. 
Interpretations has been supported by direct quotes to the extent possible and fruitful, to let 
the readers create their own understanding of the credibility of the interpretation. 
 
Finally, since all the interviews but one has been conducted in Swedish most quotes had to be 
translated into English. To eliminate the factor of possible mistranslations all translated 
quotes may be found in Appendix A in their original language. 
 

6.2	  Transferability	  
In a qualitative study the transferability is not as obvious and direct as in a quantitative study. 
In a qualitative research the transferability is relative according to Guba and Lincoln (1989, p. 
241). It is relative in the sence that it depends on the degree to which the conditions of this 
study can overlap if a similar study would be conducted. The transferability must therefore be 
scrutinized and evaluated to each individual context. However, by thickly describing what has 
been studied and in what contexts, the transferability increases. 
 
Before the data collection process started there were criteria to ascertain both as a matter of 
company of selection as well as individuals and cases. These criteria have been accounted for 
and can thereby be used in other selection processes. Further, the company and the 
respondents have been presented in a way so that other researchers can proceed with their 
selections and simultaneously compare similarities and differences to the selections in this 
study. 
 
The process applied during the data collection has also been accounted for and can thereby be 
reconstructed to a great extent. It will consequently be up to each researcher to determine and 
judge to what extent this study is transferable to other similar contexts. 
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6.3	  Dependability	  
The dependability partly depends on the stability of the data over time (Guba & Lincoln, 
1989, p. 242). The stability can be improved by having clear processes for how to perform the 
study. The working progress has been reviewed and scrutinized along the way by the 
supervising professor. Further, the study will be scrutinized and evaluated in its completeness 
by a number of oppositions. To make the dependability possible to evaluate all the 
methodological selections have been carefully assessed by the researcher; the dependability of 
all sources have been evaluated; and through the references it has been made clear whenever a 
statement is a personal interpretation or analysis and when a statement is taken from a 
theoretical source. Thereby, the dependability of the study can be evaluated by looking into 
the selected sources and by assessing the decisions made during the working process. 
 

6.4	  Confirmability	  
In an in depth qualitative interview it is gainful both to listen to what is being said and fairly 
try to interpret the underlying meaning. Thereby, an interview will inevitably contain personal 
views and preconceptions. To secure the confirmability it should be assured that the data, the 
interpretations and the outcomes of inquirys can be tracked to the source (Guba & Lincoln, 
1989, p. 243). In other words, to establish confirmability the process of interpretation and 
inquiries should be visible and open, meaning that whenever an own interpretation is made it 
should be visible to the reader. Further, it should be confirmed with authentic empirical data 
to show on what basis the inquiries are made. 
 
In this study, as previously mentioned, the quotes that have been used from the interviews 
have been clearly separated from more interpretative analysis of it. Further, the quotes have 
been presented in their authentic form in order for the readers to confirm the validity of the 
subjective interpretations. To further increase the confirmability the transcribed interviews are 
made available upon request. Finally, the interviewees have themselves had the ability to 
confirm that the data that has been used is fairly presented with its original meaning. 
 

6.5	  Fairness	  
The interview manual was created to let the interviews have some kind of unity to departure 
from. That to make sure that the personal beliefs and preconceptions of me as a researcher 
would not take the overhand of the interview. To the greatest extent possible the interviewees 
have been treated on similar premises, the interview results have been presented and analyzed 
in good faith as well as the presentation of the study objects. And again, there has been a 
separation of what are the respondents’ views and what are own interpretations. 
Consequently, all data and information presented in this study have been presented with fair 
and open intentions. 
 

6.6	  Overall	  judgment	  
The methodological decisions have continuously been considered and assessed and ultimately 
openly presented. The subjectivity of own interpretations have not been hidden, but also 
openly discussed. Further, the empirical data was collected with fair intentions using an 
interview guide to make sure that the questions were not leading the interviewees into giving 
any predetermined answer. Finally, the purpose of the research has been continuously 
provided and followed and have set the premises of how the study was conducted. The overall 
quality is thereby high in my opinion. 
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Appendices	  

Appendix	  A	  -‐	  List	  of	  translated	  interview	  quotes	  
(1) ”Hur vi styr någonting på lite längre sikt, några år.” 
(2) ”Taktik behövs också inte minst med tanke på vad som har hänt de senaste åren.” 
(3) ”Jag har uppfattningen om att det finns en långsiktig plan med mindre förändringar. 

Vi får inga nya omvälvande strategi-inriktningar varje år, utan de kan vara av mer 
taktisk karaktär.” 

(4) ”Strategin är det som talar om vad man ska göra på ett mer strukturellt och 
fundamentalt sätt.” 

(5) ”Det taktiska blir på kortare sikt, hur man agerar inom vissa ramar under en kortare 
tidshorisont.” 

(6) ”Det är sunt och logiskt att man inte gör stora förändringar. För om man har en 
förnuftig strategi ändras den inte mycket om det inte har hänt något speciellt.” 

(7) ”Det är sunt och logiskt att man inte gör stora förändringar. För om man har en 
förnuftig strategi ändras den inte mycket om det inte har hänt något speciellt.” 

(8) ”Det finns en styrka i att ha kontinuitet”. 
(9) ”Hur vi styr någonting på lite längre sikt, några år.” 
(10) ”Under finanskrisen blev det ökat fokus på säkerhet..” 
(11) ”De grundläggande bitarna ändras inte, men riktningsförändringar inom grunderna 

kan inträffa.” 
(12) ”Det behöver inte alltid vara stora förändringar varje år. Huvudsakliga strategin 

ändras inte så stort varje år.” 
(13) ”Man bör alltid se till vad som är bäst för Nordea totalt sett.” 
(14) Man kan ha en strategi som är långsiktigt, men ”kartan förändras ganska fort och då 

behöver man kunna anpassa sig till det.” 
(15) ”Om man slänger runt och inte kan bestämma sig, då är det mer taktik.” 
(16) ”..handlar mer om hur vi investerar vår tid och hur vi positionerar oss mot 

konkurrenter och hos kunderna.” 
(17) ”..att medvetet inte alltid ligga i framkant utan att säkerställa en sund kapitalbas, en 

riskhantering som man känner sig trygg med.” 
(18) ”den grundläggande strategin har varit densamma.” 
(19) ”…handlar det mycket om att exekutera det som är bestämt.” 
(20) ”Strategin utgår ifrån koncernens strategi, jag gör om den till den likala marknaden, 

vad det innebär för oss.” 
(21) ”Vilket man kommunicerade väldigt tydligt i koncernen. Kanon bra!” 
(22) ”Där vill jag inte säga att man talar om vad man har ändrat och varför, det kommer 

bara.” 
(23) ”En tydlig tillväxtstrategi. Sedan kom finanskrisen och då svängde vi om i vår 

strategi.” 
(24) ”men strategi är även det man valt att inte göra” 
(25) ”Det är viktigt att den som ser ett behov av en förändring måste påkalla att det 

händer något.” 
(26) ”Om vi tycker att strategin är felaktig kan vi inte vara allt för obstinata, eller det 

kan vi vara men då får vi nästan sluta i så fall.” 
(27) ”Synpunkter kommer mycket uppifrån med strategier och silas hela vägen ner och 

sen blir till nyckeltal, KPI.” 
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(28) ”Det är inte riktigt så att jag kan säga att jag tycker att det här är en felaktig 
strategi.:” 

(29) ”Vi får signaler uppifrån och sen kanske vi ger signaler tillbaka om vad som är bra 
eller vad som är svårt att mäta.” 

(30) ”Ledningsgruppen i vår division fångar upp signaler både ifrån de kundansvariga 
som ser vad som händer på marknaden och vad kunderna säger. Och vi får även 
mer eller mindre instruktioner uppifrån hur Nordea ser på den strategiska 
riktningen.” 

(31) ”..vi presenterar för affärsområdets ledning vårt förslag på det nya BSC. Där brukar 
vårt förslag accepteras..” 

(32) ”Hur det utformas bestäms i en top down process. Det som bestäms högst upp blir 
som en konsekvens till en budget och BSC etc. Jag kan i viss grad påverka. Inte vad 
som ska mätas, men vilka mål som ska sättas i varje mått. Jag kan påverka till viss 
del antal och volymer i målen, men de är också rätt så fastställda.” 

(33) ”Fungerar som stöd och pushar även på..” 
(34) ”För att få en mening med styrkortet måste målen vara tydliga och det ska uttrycka 

var man fokuserar” 
(35) ”Det ska vara ett stödjande system för att göra strategin operationell.” 
(36) ”Det är ett verktyg som ska hjälpa till att genomföra strategin.” 
(37) ”.. eftersom vi inte är närmast kund eller produkt så påverkar det inte vårt dagliga 

arbete.” 
(38) ”Längst ut finns säkert folk som har alldeles för lite kunskap.” 
(39) ” Det är svårt i ett så stort företag, så det finns säker dem som inte känner till det” 
(40) ”…mäter och speglar det som man vill att strategin ska uppnå.” 
(41) ”Strategin är ju vad vi ska göra för att nå våra mål. Och om då BSC tar med de 

viktigaste sakerna vi gör så täcks strategin in bra.” 
(42) ”Styrkortet fungerar bra i det avseendet att det speglar den strategi och den 

förändring vi vill uppnå.” 
(43) ”Men om alla chefer hade gjort vad som förväntas hade nog fler känt till BSC på ett 

djupare sätt.” 
(44) ”det är en del av ledarskapet att föra ut och diskutera, förankra, i syfte att motivera 

medarbetare.” 
(45) ”…är syftet att hitta en logisk koppling mellan mål, de aktiviteter vi gör och 

uppföljning.” 
(46) ”Det ska finnas en samlad tanke på vad vi vill fokusera på och vad vi därmed vi vill 

göra och hur vi ska följa upp det som vi då sedan gör.” 
(47) ”Strategin är ju vad vi ska göra för att nå våra mål. Och om då BSC tar med de 

viktigaste sakerna vi gör så täcks strategin in bra.” 
(48) ”Om man utgår ifrån KPI’erna, de har varit ungefär lika.” 
(49) ”Det uppdateras varje år utefter de förändringar i KPI som sker.” 
(50) ”Men det är små förändringar.” 
(51) ”Hur det påverkar beror alltså på initiativet.” 
(52) ” Kanske inte det här med kassatransaktioner som är ett strategiskt initiativ, det 

syns inte på mitt styrkort.” 
(53) ”..KPI’erna är väldigt viktigt att alla vet; om vi har en tillväxtstrategi då är det nya 

kunder som gäller och då följer vi nya kunder och hur vi ska göra det.” 
(54) ”Ska du styra en organisation så måste du kommunicera strategin till alla 

medarbetare, kommunicera vad som är viktigt till alla medarbetare. Sen om det 
heter BSC eller något annat, om alla måste veta det. Men KPI’erna är väldigt 
viktigt att alla vet..” 
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(55) ”Koncernchefen kommunicerar en förändring i strategin. Det är säkert många som 
initierar en strategiförändring, men sedan ger det impakt om han (koncernchefen) 
talar om att så här är det och så här ska vi göra.” 

(56) ”Där vill jag inte säga att man talar om vad man har ändrat och varför, det kommer 
bara. Där skulle man kunna vara lite tydligare så att man förstår sambandet på ett 
annat sätt. Vad förändringen beror på.” 

(57) ”Vi hade en tydlig tillväxtstrategi..” 
(58) ”.. att det finns en röd tråd i det du bestämmer och i vilken riktning du går, och det 

har vi tycker jag.” 
(59) ”Den är tydlig.” 
(60) ”.. är kontorschefens verktyg gentemot regionschefen, att kommentera varför vi 

ligger efter och vad vi ska göra för åtgärder.” 
(61) ”Relativt bra tycker jag..” 
(62) ”På min nivå och uppåt är det välkänt och förankrat.” 
(63) ”Däremot, medarbetarna känner kanske inte till BSC, men de känner väl till de 

målen vi mäter i styrkortet.” 
(64) ”Jag skulle kunna påverka mer, men alla vill väl vara med och påverka.” 



	   93	  

Appendix B – Interview	  guide 
 

1. Var vänlig och presentera lite kort vem du är och vad du jobbar med. 

a. Hur länge har du jobbat på Nordea? 

b. Hur länge har du jobbat med strategi resp. Balanced Scorecard/balanserade 

styrkort? 

 

2. Kan du beskriva vad du känner till om ert BSC? 

3. När infördes/introducerades BSC? (Har uppgifter om i koncernen hösten 2000) 

4. Hur presenterades det för medarbetarna? 

5. Varför införde ni ett BSC? I vilket syfte? 

6. Ser ert BSC lika ut inom hela koncernen? 

a. (Om ja eller delvis) Vad är gemensamt inom koncernen? 

b. (Om nej) På vilket sätt är det olika? 

7. Vilken roll hade du vid införandet av BSC? 

8. Vilken roll har du idag i arbetet med BSC? 

9. I hur stor utsträckning anser du att du kan ge synpunkter på ert BSC? Har du haft 

synpunkter vid något tillfälle? Hur anammades dessa synpunkter? 

10. Hur har BSC förändrats sedan det infördes? Varför har det förändrats? 

11. När uppdaterades styrkortet senast? Varför och på vilket sätt? Hur ofta uppdateras 

styrkortet? 

 

12. Vad är ”strategi” för dig? 

13. Vad är strategi på Nordea? 

14. Finns det någon övergripande strategi som gäller alla inom Nordea? 

a. Om olika strategier gäller för olika delar i koncernen: Vad har ni på ert kontor 

för strategi nu? 

15. Vad har du för roll i strategi formulering? 

16. Vad har du för roll i strategi implementering? 

17. Hur och av vem initieras förändringar i strategin? 

18. När förändrades strategin senast? Varför och på vilket sätt? Hur ofta uppdateras 

strategin? 

19. Hur påverkar en förändring i strategi på koncernnivå det dagliga arbetet/dagliga 

rutiner? 
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20. Hur påverkar en förändring i strategi på ert kontor det dagliga arbetet/dagliga rutiner? 

 

21. Anser du att styrkortet leder utvecklingen av strategin eller att strategin leder 

utvecklingen av styrkortet? På vilket sätt? 

a. Har du erfarenheter av att förändringar i strategin har lett till en utveckling av 

styrkortet? Hur gick det till? 

b. Har du erfarenheter av att förändringar i styrkortet har lett till en utveckling av 

strategin? Hur gick det till? 

22. Vem i organisationen bör ta del av arbetet med BSC? Exempelvis formuleringen, det 

dagliga användandet, uppföljning och utvärderingar, initiativ till förändring, 

implementerandet av förändring osv.? 

23. Hur går man tillväga för att kommunicera förändringar i strategi? 

24. Hur går man tillväga för att kommunicera förändringar i BSC? 

a. Kan detta förbättras på något sätt? Hur? 

25. Hur väl anser du att strategin är förankrad/speglas i styrkortet? På vilket sätt? 

26. Hur väl anser du att styrkortet är förankrat/känt inom företaget? 

27. Anser du att arbetet med strategi och Balanserat Styrkort skiljer sig åt mellan olika 

kontor/divisioner inom Nordea eller finns ett allmänt accepterat sätt att gå tillväga vid 

implementering, dagligt arbete osv.? 

 

28. Finns det någon annat du vill berätta som du tänker på i samband med strategi eller 

BSC? 
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Appendix C – Interview	  guide	  translation	  

	  
1. Please introduce who you are and what you work with. 

a. How long have you worked at Nordea? 

b. How long have you worked with strategy and Balanced Scorecards 

respectively? 

 

2. Can you describe what you know about your BSC? 

3. When was the BSC introduced? 

4. How was it presented to the employees? 

5. Why did you implement a BSC? In what purpose? 

6. Does your BSC look the same throughout the organization? 

a. (If yes or partly) What is similar? 

b. (If no) How is it different? 

7. What role did you have during the implementation? 

8. What role do you have today concerning the BSC process? 

9. To what extent do you feel that you can give opinions on your BSC? Have you had 

opinions at any occassion? How were they met? 

10. How has the BSC changed since it was first introduced? Why has it changed? 

11. When is the last time when the BSC was updated? Why and in what way? Hw often is 

it updated or adjusted? 

 

12. What is ”strategy” to you? (The general koncept) 

13. What is strategy at Nordea? 

14. Is there a generally accepted strategy in the group Nordea? 

a. If there are different strategies at different parts of the organization: What is 

presently the strategy at your office? 

15. What is your role in the strategy formulation? 

16. What is your role in the strategy implementation? 

17. How and by whom are strategic changes initiated? 

18. When is the last time that the was strategy was changed? Why and in what way? How 

often is the strategy updated? 

19. How is a change in the group strategy affecting the daily work/daily routines? 
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20. How is a change in the specific strategy at your office affecting the daily work/daily 

routines? 

21. Do you feel that the strategy is lead by changes in the scorecard or that the scorecard 

is lead by changes in the strategy? 

a. Have you ever experienced that changes in the strategy has lead to adjustments 

in the scorecard? How did that happen? 

b. Have you ever experienced that changes in the scorecard has lead to 

adjustments in the strategy? How did that happen? 

22. Who in the organization should take part in the BSC process? E.g. the formulation, the 

daily use, followups and evaluations, implementing changes a.s.o.? 

23. How does one proceed to communicate changes in the strategy? 

24. How does one proceed to communicate changes in the BSC? 

a. Can this be improved in any way? 

25. How well do you feel that the strategy is established/reflected in the scorecard? In 

what way? 

26. How well do you think that the scorecard is established/known within the 

organization? 

27. Do you feel that working with the strategy and the BSC differs between different 

offices/divisions within Nordea or are there commonly accepted procedures 

concerning implementation, daily use a.s.o.? 

28. Is there anything else you would like to share concerning strategy or the BSC? 

 


