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Abstract 

It has been proven that businesses experience difficulties with the collecting process of 
accounts receivable. There are different views of the underlying reason for this problem 
and how management should respond. Accounts receivable is the largest tangible asset 
that a business holds. Therefore managerial attention, connected to the dependence of 
the resource is necessary to consider. The internal business process has shown to be a 
key aspect in collecting accounts receivable. Therefore, this thesis aims to address this 
research gap and to explain the use of the strategic management tool; the balance 
scorecard that can facilitate this process. Additionally connecting this to the framework 
of the resource dependence theory, which emphasises interdependence between actors 
and resources leading to organisational uncertainty. 

The purpose of this thesis is to investigate and connect the collection process of 
accounts receivable to the internal perspective of a balance scorecard, while taking into 
account the aspects of interdependence and uncertainty. The research question to be 
answered in this study is: How does the managerial process, connected to internal 
strategies, improve account receivable collection processes?  
 
The findings of this thesis are established upon the theoretical framework and looked at 
from an internal process perspective. Both consist of relevant characteristics that need to 
be considered in decision-makings regarding the internal environment in a business. 

In order to fulfil the research purpose, the authors conducted interviews with employees 
at four different companies. The interviews were conducted through a semi-structure 
interview design at the interviewee’s offices, this in order to get relevant information to 
analyse in regards to the theoretical framework. The information extracted from the 
interviews was relevant when analysing their existing internal process and connecting it 
to the framework of resource dependence.  

This thesis has found important barriers in the account receivable management as a part 
of a business financial strategy. Difficulties arise when considering interdependence and 
uncertainty, in the internal environment of a business. Therefore this study emphasises 
the importance of looking at the internal perspective in business when improving their 
account receivables collection. Findings show that the interviewed companies look 
differently upon this, hence  

Keywords: Accounts Receivable, Balance Scorecard, Strategic Financial Management, 
Resource Dependence Theory
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1. Introduction 

In this chapter we will give the background to our field of study and introduce the gap 
and aim of this paper. Through a discussion of the balance scorecard in internal 
strategic management, connected to the resource dependency theory, we will arrive at 
our research question. Furthermore we will provide the reader with our expected 
contributions and address the limitations of our study. 

1.1 Background 

When products and services are sold to customers through credit, accounts receivable 
occur (Stickney et al., 1991, p. 740). Receivables are identified as non-derivative 
financial assets with a payment that is determinable (IAS 32 p.11). These accounts are a 
substantial part of a business assets and a vital resource (Shehzad L Mian et al., 1992, p. 
169). According to Salek (2006, p. 56) a dispute can be an underlying factor of a 
customer’s decision not to pay the invoice or taking a deduction of the price, and an 
exception for not paying is money problems. He further argue that common underlying 
reasons for different disputes are that the invoice contains the wrong price or quantity, 
neglecting the purchase order numbers or issues regarding the quality of the product or 
service. To better control the important asset and decrease the day’s outstanding, 
different techniques have been developed (Rodriguez, 2011, pp. 168-169). Management 
of accounts receivable needs to be done in a good and proper way in order to optimize 
the cash benefits (Salek, 2006, p. 56). When a business makes the decision of extending 
their account receivable period through credit sales, they have increased the risk of 
collecting money from their invoices (Kroes & Manikas, 2014, p. 39).  
 
Salek, (2006, p. 56) states that the collections of accounts receivable occurs together 
with an increase of revenues, and to attain excellence in managing the collection 
process it is crucial to realize the profit and cash benefits of it. Further he argues that 
businesses view their Account receivables as a cost of keeping the business going and 
do not incorporate their receivable management into their business overall strategy. 
Strategy is the plan of how to utilize resources to achieve sustainable goals in a 
competitive environment (Blocher et al. 2013, p. 15).  

 
There are a great amount of factors connected to the management and results of 
accounts receivable, both external and internal (Salek, 2006, p. 56). Some of these fit 
small companies, other larger and some are contradicting to one another. Examples are 
prompt payment discount, late payment fees and methods regarding consumer-supplier 
relationships (Salek, 2005, pp. 103-104). Contrary to these methods that one might 
perceive as straight connected to accounts receivable, Rodriguez (2011, p. 168) is 
showing that a business can provide an improved collection process through the use of a 
balance scorecard. Applying a balance scorecard in a way of managing a business 
through linking strategic thinking and analysis together to retrieve organisational action 
and change (Jasper & Crossan, 2012, p. 838; Giannopoulos, Holt, Khansalar, & 
Cleanthous, 2013, p. 1) 

 
Cobbold & Lawrie, (2004, p. 611) explain that the balance scorecard was introduced in 
the early 1990 and has since then been a widely adopted tool in strategic and 
performance management. It aims to provide both financial and non-financial 
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performance measurements for a business. The scorecard is adopted to clarify a 
business vision and strategy and is a way of quantifying the operational effectiveness 
and efficiency (Kaplan & Norton, 1999 p. 19; Zangoueinezhad & Moshabaki, 2011, p. 
927). A vision can be describes as a set of guidelines that highlights which elements of 
a business that one wants to preserve, and what future the business want to progress 
toward (Collins & Porras, 1996, p. 66).   

 
The balance scorecard consists of four perspectives, financial, customer, internal 
process and learning and growth (Kaplan & Norton, 1999 p. 17). In this study we are 
going to extend the internal process perspective to the management of accounts 
receivable. We have chosen to look at some chosen aspects that we consider important. 
These selected key aspects originate from previous research and our theoretical 
framework, and are improvement of operational efficiency and minimization of 
problems, a higher success rate in converting business opportunities, good consumer 
relationship management, a proper work culture and higher employee confidence as 
well as fast business decisions and approvals.  

 
The aim of the internal process perspective is to focus on actions and measures that 
have the greatest impact on customer satisfaction. An increase in consumer satisfaction 
will decrease insecurities of receiving the necessary resources from the external 
environment (Kaplan & Norton, 1996, p. 62). Customer satisfaction can be seen as the 
result of a symbiotic interdependence between the customer and the business (Pfeffer & 
Salancik, 1978 p. 41). 

 
The Resource dependence theory has been broadly used in previous research as an 
explanation to how organisations can monitor and decrease the environmental 
interdependence and uncertainty (Hillman, Withers, & Collins, 2009, p. 1404). Pfeffer 
& Salancik, (1978, p. 42) emphasis that it is a conceptual framework used to analyse the 
interdependence of resources. Looking at how this linkage can cause difficulties as a 
result of uncertainty or unpredictability for an organisation. Pfeffer and Salancik (1978, 
p.40) explain interdependence as: “the reason why nothing comes out quite the way one 
wants it to”. The authors state that Interdependence illustrates the relationship between 
two units creating an outcome, i.e. a business and its customers making an exchange 
between money and a product/service. In addition to interdependence the concept of 
uncertainty is explained as the result of actors being interdependent and have a negative 
impact on a business (Pfeffer & Salancik, 1978, p. 42). A key aspect of the resource 
dependency theory is the concept of power, which is the ability to monitor the essential 
resources that is needed to maintain on-going business operations (Hillman et al., 2009, 
p. 1404).  

Liu, (2010, p. 132) argue that the financial environment that a business operates in is 
filled with uncertainty and a business way of managing their financial assets can result 
in both opportunities and threats. Further a lot of businesses have realized that keeping 
track of changes are crucial on their way to reach success. Liu (2010, p. 132) point out 
that by analysing and grasping the general environment and financial developments, a 
business incorporates strategy into its financial management.  
 
We have not found previous research on Account receivable collection process 
connected to the balance scorecard and the theoretical framework of resource 
dependence. The framework is significant within the field of strategic management 
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(Hillman et al., 2009, p. 1404), and the balance scorecard is a tool that is applied within 
the same field (Cobbold & Lawrie, 2004, p. 611). Therefore, this study will utilize the 
theory of resource dependence to examine the use of a balance scorecard, in connection 
to the internal process of handling account receivables.  

 
The data in this study is collected from four different companies in Sweden. Throughout 
the report these companies will be referred to as Varuhuset AB, TEC AB, Kuponger AB 
and Skyltar AB. Varuhuset AB is one of the leading vendors in Sweden of office 
supplies and services. They have stores and retailers at places spread throughout the 
country. TEC AB is a company within the boat manufacturing industry. Their office is 
located in North Sweden and the boats are sold to retailers throughout Scandinavia, 
Baltic, Russia and France. Kuponger AB is a company within the clearing services 
industry. Their business activities are split between coupon promotions and clearing 
services. In this study we are going to look at their account receivable management in 
regard of their coupon promotions. Kuponger AB’s customers are companies located all 
over Sweden. Skyltar AB is specialized in emergency lightning. Their business is 
exercised on both a national as well as international lever with exports to customers all 
over Europe. The companies are diverging in size and industry though they are sharing 
the same feature of their size of the account receivables department.  
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2.1 Problematization 

According to previous studies there are a great amount of factors that matters when 
looking at how a business can achieve excellence in accounts receivable management. 
Some concern customer behaviour and other targeting internal aspects, such as 
management, decisions and everyday handling of invoices and collections (Salek, 2006, 
p. 56). Salek (2006, p. 55) argue that most companies do not state how their 
management of accounts receivable correlate to their corporate strategies, and instead 
they look upon the receivables as an inevitable expense. He further states that this 
inevitable expense can be decreased and managed with a good and clear strategy within 
the business and their financial department, this strategy should put a focus on how to 
manage the process, resources and the entire organisational structure of accounts 
receivable, as well as contribute to a healthy cash flow. Kaplan and Norton (1999 pp. 
253-254) further strengthen Salek’s arguments when stating that managing resources in 
the long run is essential to be successful as a business, building a good and viable 
system that will work years from now is however challenging. When one is aware of the 
importance of accounts receivable management it is surprising to see that this fairly 
massive asset rarely receives much attention from higher management, not until a 
serious problem already emerged (Salek, 2005, p. ix).  

 
This literature reveal that there is vital of manage the external aspects in the internal 
process to achieve excellence in Account receivable management. Though there is no 
previous study that focus explicitly on the internal process of collecting the account 
receivables in regard of the interdependence relationship and the uncertainty of the 
resource. The theory of resource dependence argues that the key to business survival is 
to collect and preserve the resources necessary for a firm to survive (Pfeffer & Salancik, 
1978, p. 45).  

!

In this study we intend to fill this gap to ensure that businesses are increasing their 
success in management of accounts receivable. We want to give a theoretical 
contribution by interweaving the resource dependence theory and aspects that have 
proven to be important in the internal perspective of a balanced scorecard. Previous 
studies have discussed the balance scorecard in a more general business environment 
and on a department-based level (Kaplan & Norton, 1999 p. 19; Rodriguez, 2011, p. 
168). We want to focus on the internal process perspective of a balance scorecard in 
connection to accounts receivable. By also implementing the theoretical contributions of 
the resource dependence theory we aim towards giving new attention to this choice of 
strategic management, within a department of accounts receivable.   

1.3 Research question 

How does the managerial process, connected to internal strategies, improve account 
receivable collection processes?  

1.4 Purpose of the study 

The purpose of our research is by the use of a multiple case study examine processes of 
managing accounts receivables. We study current internal managerial processes and see 
how well connected these processes, of accounts receivable management, is to their 
internal strategies. Can difficulties in handling this resource be connected to the lack of 
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a proper internal process? The theoretical thoughts of resource dependence suggest an 
interdependent relation between organisations and consumers. Our purpose includes 
seeking for interconnections between this resource dependence and the practical 
features that is presented by the internal perspective in a balance scorecard. We want to 
contribute with a greater understanding in the accounts receivable collection process, 
including the different factors affecting it.  
 

1.5 Expected contributions 

By answering our research question we expect to contribute to the research field of 
strategic financial management. We aim to extend the resource dependence theory to 
see if it can be applicable in the process of account receivables collection. Further we 
are also contributing with practical recommendations for Varuhuset AB, TEC AB, 
Kuponger AB and Skyltar AB on important aspects within the account receivables 
handling process.   

1.6 Limitations 

This study is a multiple case study and our findings cannot be generalized over a larger 
population. The reason behind this limitation is that our sample size of four companies 
is too small. Four companies are too small of a sample and cannot describe the entire 
population. Another limitation is the duration of interviews. They are all made within 
one hour due to the tight schedule of our interviewees. The scope of findings could 
therefore be further expanded and investigated. In the thesis it is discussed how the 
relationship between company and customers affects the outcome of account 
receivables collections. A third limitation is that data is collected from the employees at 
each department and not from their customers and a relationship between two parts, can 
only be fully understood by gathering data from both parts. In this thesis, the 
interviewees are asked about how they consider their customers are experiencing the 
relationship. Due to this, the data collection has limitations regarding the perception of 
the relationship.  
!
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1.5 Disposition  

! 

  

Introduction!

• In$this$chapter$we$will$give$a$background$to$our$Qield$of$study$and$introduce$the$gap$and$aim$of$this$paper.$This$to$in$
the$ end$ arrive$ to$ our$ research$ question$ through$ a$ discussion$ about$ the$ balance$ scorecard$ in$ internal$ strategic$
management$ connected$ to$ the$ resource$ dependency$ theory.$We$will$ further$ provide$ the$ reader$with$ our$ expected$
contributions$and$then$address$the$limitations$of$our$study.!

R e s e a r c h!

Method!

• In$our$methodology$chapter$we$will$present$an$overview$of$our$choice$in$regard$of$our$research$subject.$We$intend$to$
give$the$reader$an$insight$of$our$view$of$knowledge,$research$design$and$our$choice$of$data$collection.$Furthermore,$
we$will$ state$how$we$proceeded$with$ the$analysis$of$our$ Qindings$and$discuss$ the$quality$of$our$ information$under$
source$criticism.$!

Theoretical!

Framework!

• In$ this$ chapter$we$are$discussing$previous$ literature$ regarding$ the$ resource$dependence$ theory$with$ its$aspects$of$
interdependence$ regarding$ the$ internal$ managerial$ process$ and$ uncertainty$ with$ resources.$ Moreover$ we$ are$
discussing$the$strategic$tool$of$balance$scorecard$and$the$collection$process$of$account$receivables.$!

Empiricism!

• In$this$chapter$we$give$the$reader$a$description$of$Varuhuset$AB.$We$will$go$from$an$overview$of$the$company$as$a$
whole,$to$then$put$focus$on$their$accounts$receivable$department$and$their$functioning.$We$have$divided$our$Qindings$
and$will$present$it$under$relevant$topics.!

Analysis!

• In$the$chapter$we$analyze$the$connection$between$our$collected$empiricism$and$the$theoretical$framework.$Based$on$
our$problem$background,$objectives$and$research$question$we$make$this$analysis$in$order$to$determine$how$one$can$
facilitate$ the$ interorganizational$ process$ of$ accounts$ receivable$ management.$ This$ contributing$ to$ the$ resource$
dependence$theory$with$the$aspects$of$interdependence$and$uncertainty.$!

Conclusion!

• In$this$chapter$we$conclude$our$Qindings$to$Qill$our$gap$and$give$our$contribution$to$already$existing$research.$We$will$
present$ the$ Qindings$ in$comparision$ to$our$research$question$and$purpose$ that$we$set$out$ in$Chapter$1.$We$aim$to$
provide$the$reader$with$a$clear$understanding$of$the$research$topic$discussed$throughout$this$thesis$Further$we$give$
suggestions$for$additional$areas$to$study$within$this$Qield.!

Evaluation! of!

the!Study!

• Within$ qualitative$ research$ there$ are$ different$ aspects$ to$ consider$ when$ evaluating$ the$ quality$ of$ the$ study$ in$
comparison$to$the$quantitative$research.$The$criterias$used$in$quantitative$research,$reliability$and$validity$have$been$
replaced$by$criterias$evaluating$the$quality$through$trustworthiness$and$authenticity.$(Bryman$&$Bell,$2011,$p.395)!
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2. Research Method 

In our methodology chapter we will present an overview of our choice in regard of our 
research subject. We intend to give the reader an insight of our view of knowledge, 
research design and our choice of data collection. Furthermore, we will state how we 
proceeded with the analysis of our findings and discuss the quality of our information 
under source criticism.  

2.1 Pre-understandings and Choice of subject 

We are two students currently studying our third year of the International business 
program at Umeå University School of business. We have both written a B-level thesis 
and we believe that this previous knowledge regarding research methodology has 
helped us in the process of writing this paper. We both share the experience of working 
with account receivables and have experienced knowledge from the field regarding the 
collection processes. This pre-knowledge led to an increased interest in regard of the 
handling process of account receivables. We knew from the beginning that we wanted 
to write about accounting and contact was made with the financial manager at 
Varuhuset AB to get inspiration for our thesis writing. The manager mentioned their 
goal of decreasing their account receivables. We felt that this was an interesting subject 
and started a deeper research to find a gap.  

2.2 Research design  

2.2.1 Nature of the research design  

According to Saunders et al., (2012, pp. 171-172) there are three different types of 
research design; first there is the explanatory study, explaining a relationship between 
different variables, second there is the descriptive study that is constructed to retrieve a 
profile of a certain event. Third is the exploratory research design, with the intention to 
gain knowledge in regard of what is happening, too gain a deeper insight of a topic. 
This is what we have done in our study, contributing with an insight into the collection 
process of account receivables. Saunders et al., (2012, p. 171) further argue that the 
exploratory study is appropriate when to increase the understanding of a problem. This 
is also what we are doing in this study with a focus on increasing the understanding of 
how the collection process diverse in different companies.  

2.2.2 View of knowledge  

Our study is in the field of strategic financial management and is contributing to 
business research that belongs to the world of social science (Bryman & Bell, 2011, p. 
4). Epistemology is the science of knowledge, concerned with what is considered as 
acceptable knowledge (Bryman & Bell, 2011, p .15). Different philosophies within 
epistemology are positivism, realism, interpretivism, hermeneutics and phenomenology 
(Bryman & Bell, 2011, pp. 15-18).  

Bryman & Bell, (2011, pp. 15-18) explain that positivism and hermeneutics are two 
philosophies with two distinct views of what is acceptable knowledge. More over they 
state that positivism focuses on how to explain the human behaviour while 
hermeneutics want to understand it. With a positivistic view, knowledge is gained 
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through data collections with the intention to understand the trends and draw law-like 
generalisations regarding the internal process (Bryman & Bell, 2011, p. 15). With the 
hermeneutic view, researchers go to the field with the intention to understand social 
actions (Bryman & Bell, 2011, p. 16). In our study we have a hermeneutic view. We 
went to the field to meet the social actors with the intention to understand how the 
internal process of account receivables works at each company. 

The hermeneutics approach focus on understanding the actions of humans to find an 
explanation to their behaviour (Bryman, 2012 pp. 28-29). Gilje & Grimmen (2012, pp. 
173-174) states that it is a process of interpreting phenomena that are of importance, in 
social science because of the intent to explain behaviour patterns, rules, values, norms 
and expectation patterns. We are with our knowledge from previous research trying to 
understand and interpret our findings to contribute to the theory.  

2.2.3 View of reality 

Saunders et al., (2012, pp. 130-131) explain ontology as the nature of reality and that it 
is considering how the researcher views the findings. They point out that there are two 
distinct aspects of ontology, objectivism and subjectivism. According to Saunders et al., 
(2012, p. 131) objectivism considers the social entities to be external and exist 
independent of social actors. The second aspect is subjectivism and view social 
phenomenon as created through actions of social actors (Saunders et al, 2012, p. 132).  
In our study we are adopting a subjective view. We are considering the actions of the 
social actors in the companies. The reason behind our choice of view of reality is that 
we believe it to be vital to consider the social actors in order to understand the 
collection process of their account receivables.  

2.2.4 Research approach  

Saunders et al., (2012, pp. 144-145) present three different types of research 
approaches, deductive, inductive and abductive. According to them an inductive 
approach is when a phenomenon first is explored and then a theory is built. Further the 
abductive approach includes the process of exploring a phenomenon, building a theory 
and then returning to the field to collect data and test the theory. In our study we use a 
deductive approach, this is the approach of studying an already existing theory and 
through the theory develop the research question (Bryman & Bell, 2011, p. 13). We 
than combined the theory together with our research question to gather our data.  

In the beginning of this study we red published articles in our field of research. With 
gathered information and improved knowledge we wrote the background and 
problematization. This problematization confirmed an existing gap that further helped 
us to construct our research question. To gather the data necessary to answer our 
research question an interview guide was developed. The interview guide was then used 
as a frame in our four interviews. With the new data collected we then turned back to 
the theory to compare and analyse our findings. With these new findings we brought a 
contribution to the theory.  
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2.2.5 Research strategies  

According to Bryman & Bell (2011, p. 59) a case study can be explained as a detailed 
and intense analysis of a single case. It can be studied both at an organisational level as 
well as on a personal level.  It is an approach that is often used in business research and 
explains the complexity and nature of the phenomenon studied (Bryman & Bell, 2011, 
p. 59). Bryman & Bell, (2011, p. 60) explain that there are three different types of case 
studies, intrinsic case, instrumental case and multiple/collective case. The instrumental 
case study is applied with the focus of understanding a broader issue and draw 
generalisations. The intrinsic case study involves the understanding of one particular 
situation and a multiple/collective case study is applied when cases is undertaken jointly 
to explore a phenomenon. Since our intention is to understand the phenomenon of 
handling the account receivables we chose a multiple case study. 

In a multiple case study more than one case is examined and it is closely related to the 
comparative design, emphasising that we can better understand a social phenomenon if 
it is compared with two or more contrasting cases (Bryman & Bell, 2011, p. 63). The 
comparative design can be applied both within quantitative and qualitative studies, 
when the study is quantitative, the aim of the research is to conduct a cross-cultural or 
cross-national research to explain social phenomenon (Bryman & Bell, 2011, p. 63). In 
qualitative studies the comparative design implies that multiple-cases are examined and 
compared (Bryman & Bell, 2011, p. 66). This is the case in our study since we are 
comparing our four cases to examine the account receivable collection process.  

2.2.6 Qualitative study 

There are three types of research methods, quantitative, qualitative and multiple 
methods (Saunders et al., 2012, p. 161). The quantitative research design focuses on 
numbers and collect data to make sure that the findings can be generalised over a 
population (Saunders et al., 2012, pp. 161-162). The multiple-methods are a research 
design that combines both the quantitative and qualitative methods (Saunders et al., 
2012, p. 164).  In Our study we have used a qualitative research strategy because we 
want to understand how the internal managerial process facilitate the process of 
accounts receivable management. A qualitative study is often associated with an 
interpretive philosophy and the intention to understand a setting, which is the case for 
us (Saunders et al., 2012, p. 163). We are using a deductive approach to contribute to an 
already existing theory by qualitative procedures. 

The data collection in a qualitative study is most often done through interviews 
(Bryman & Bell, 2011 p. 465). Bryman & Bell, (2011 pp. 466-467) points out that the 
qualitative interviews are less structured than the quantitative interview. More over it 
contributes to a greater room for the interviewee to give their own thoughts and for us 
as interviewers to ask follow up questions. They also emphasis that a qualitative 
interview contributes to an even greater understanding of the situation studied. We 
apply a qualitative research methodology to analyse the research question asked in this 
thesis.  

Data collection was done through a visit to our participating companies, Varuhuset AB, 
TEC AB, Skyltar AB and Kuponger AB, and the data were based on a direct interview 
with the key manager of account receivables. Bryman & Bell, (2011 pp. 465-467) argue 
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that the two most common interview types within qualitative research are, semi-
structured and unstructured interviews. These interviews are both sharing the common 
feature of the researcher’s flexibility during the interview. However the semi-structured 
interview are more controlled in the sense of pre-constructed questions, in contrast to 
the unstructured that often is steered by an overall theme.  

2.3 Sample 

When selecting the companies to study we used purposive sampling, non-probability 
sampling (Saunders et al., 2012, p. 287). The reason for our choice of purposive 
sampling was due to our small sample of 4 companies and our intention to interview the 
personnel responsible for account receivables.  
 
Saunders et al., (2012, p 287) state that purposive sampling is characterised by its 
implication of selecting a sample that is most suitable to answer the research question. 
Further the authors argue that it is often associated with a small sample, as in a case 
study. These arguments are in line with our research with our small sample and our 
multiple-case study. It was an obvious choice for us to choose Varuhuset AB as the 
company to study since they were facing the problem of collecting accounts receivables 
in time and they trusted us to further investigate it. Because we wanted to investigate 
the account receivables department we chose our remaining three companies, TEC AB, 
Kuponger AB and Skyltar AB with the intention that their account receivables 
department should be of similar size. This indicates that their account receivables 
department should have approximately 3 employees. The three remaining companies 
that we chose are averaging from 1-3 employees to manage the receivables.  The reason 
for our choice is that we believed that our results would be of greater strength if the 
departments were of similar size.  
 
When conducting purposive sampling the findings cannot be generalised and will not 
statistically represent the population (Saunders et al., 2012, p. 287). This is not our 
intention with the study but rather to contribute with a greater understanding.   
 
An alternative approach to collect our data would be to look at the business financial 
statements and do ratio analysis. Our choice of conducting interviews rather than 
looking at data was done with the assumption that the business already knew if they 
were facing difficulties in their departments. We therefore decided to focus on 
understanding how the process is constructed and made an interview guide.  

2.4 Interview guide  

Before our visit to the companies we constructed a list of questions and themes to guide 
our study forward. This guide left room for new questions that occurred during the 
interview and for the respondent to answer and give further examples to contribute to a 
detailed answer. The list of questions are referred to as an interview guide and is what 
distinguishes an semi-structured interview from an unstructured interview that is more 
free and does not consist of pre-stated questions (Bryman & Bell, 2011, p. 467). A 
semi-structured interview is often used in qualitative studies and is a tool that is relevant 
when the focus of the study is fairly clear for the researcher (Bryman & Bell, 2011, p. 
472). The focus of our study was clear for us when we conducted our interviews. Our 
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literature guide brought the structure needed to maintain the focus in the field of interest 
and still leave room for our own personal reflections.  

Our interview guide is containing relevant questions related to internal management of 
account receivables. The questions were constructed with a focus on important aspects 
considered in the internal process of the balance scorecard. We began our interviews 
with questions regarding the respondents and their position at the companies, so called 
“face sheet” information; this was done to get a greater understanding of the 
interviewee’s answers when conducting the result and analysis (Bryman & Bell, 2011, 
p. 475). The interview moved on with an introductory question, as suggested by 
Bryman & Bell (2011, p. 477). When the respondent was quested to explain the overall 
process of account receivables at the company. By starting with this type of question we 
leave our respondent room for explaining what she think is the important parts in the 
process. The guide further consisted of open questions to let the employee explain her 
thought regarding the issue. We also asked some probing questions to make sure that 
we gained information regarding the focus of our study. When further elaboration of the 
answer was desired follow-up questions were applied, these questions give the 
researchers an opportunity to extract more information about a certain topic and gain a 
greater insight (Bryman & Bell, 2011, p. 477).   

To decrease bias leading questions were avoided, and during the interviews the 
researchers were keeping this in mind trying to prevent these questions from occurring. 
Leading questions are avoided to make sure that the researchers get an answer that is 
reflecting the reality of the situation rather than an answer that is of desire to improve 
data (Bryman & Bell, 2011, p. 389). The language applied is vital for the study, 
according to Bryman & Bell (2011, p. 475) “the language must be comprehensible and 
relevant to the people you are interviewing”; the language was therefore taking into 
consideration through applying a language that is simple and easy to understand.  

We chose the questions in the interview guide with the intention to gain the information 
necessary to answer our research question. They were developed through information 
extracted from previous journals and literature emphasising areas of importance within 
the internal managerial process related to account receivables. Asking questions that 
already are proven to be of relevance in previous studies increase credibility and give 
the respondent a notion that the researcher is confident and persist important knowledge 
in the field (Saunders et al., 2012, p. 384). 

2.5 Implementation of the study 

It is not possible to create a detailed plan of the interview before it is conducted; the 
reason is that there is a need for flexibility as well as the opportunity for new issues to 
occur during the interview (Grønmo, 2006, p. 145). Our interviews were all located at 
the main office of each company, this with an exception of Skyltar AB where the 
interview was located at their sales office rather than main office. The reason behind 
this choice of location was due to their main office being located at a different city in 
Sweden. At Varuhuset AB the interview took place in a conference room that was 
chosen by Employee 1 to avoid disturbance. At Boat AB the interview took place at the 
Sales manager’s office. At Kuponger AB the Interviewee 2 chose to locate the interview 
at the employee’s office. Interviewee 3 at Skyltar AB chose the location of a small 
conference room for the interview to take place. The choice of setting was done with 
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consideration to the interviewees, we wanted to ease the participation in the study as 
well as make sure that they felt as comfortable as possible.  

According to Walled (1996, p. 34), to interpret a phenomenon it must be interpreted 
within its context. This was taken into consideration when deciding to conduct the 
interview with the account receivable managers at their offices. By visiting their office 
and the work setting we intend to make the respondent feel as comfortable as possible 
and it will increase the researchers understanding of the work environment (Starrin & 
Svensson, 1994, p. 80). According to Ödman, (2007, p. 26) Understanding is dependent 
on our environment and the world around us, and is reliant on the phenomenon to be 
apparent. He argues that interpretation is the process of bringing forward what we 
already have understood. Together the understanding and interpretation interact and this 
is the process done when combining the collected information to analyse our findings 
and draw our conclusions.  

The behaviour and appearance of the interviewers is important, gestures, a neutral 
response and showing a sound interest are a number of factors that are affecting the 
respondent and can evolve into bias (Saunders et al., 2012, p. 393). This is a factor that 
we tried to consider during our interview. We focused on being neutral in the response 
to the questions with no intention of gesturing our opinion and seeming involved in the 
respondents’ answers.   

The interview was audio-recorded with two recording devices to make sure that if 
something went wrong with the recording there was a back-up, this ensured that no 
important information would be lost (Saunders et al., 2012, p. 394). At our first 
interview located at Varuhuset AB both researchers participated but the remaining three 
interviews was only conducted one by one. The reason behind this change in interview 
set-up was that two of the companies were located in south Sweden and only one of the 
researchers had the possibility to attend.  

2.6 Data Analysis 

The interviews were all transcribed the same day as the interview was held. Thereby we 
felt confident that we remembered as much of the details as possible. Behaviour and 
actions were also written down to increase the details of the interview. The result was 
then combined with the theory and findings from previous research. A model, Figure 1, 
was built from the findings extracted from previous research and these aspects acted as 
a foundation for the analysis of our findings. A pattern matching procedure implies the 
attempt to find explanations meanwhile the data is collected, this method is labelled 
explanation building and it is designed to use an already existing theoretical framework 
in the data analysis (Saunders et al., 2012, pp. 579-580). We chose to have the different 
aspects from Figure 1 in mind when analysing our empiricism, in attempt to categorise 
patterns. 
 

2.7 Information search 

The Theoretical framework in our study is consisting of published academic articles, in 
scientific journals and books. The literature was collected through reading articles and 
books that were extracted from the university library search catalogue, Google scholar 
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and the database, Business source premier. To find relevant information we used key 
words relating to our research question. These Key words gave us articles that were in 
the same field of research as us. Reading literature related to the same field increase the 
chance of extracting useful information (Saunders et al., 2012, p. 107).  

The key words that we applied when searching for previous research were: 
Management accounting, Accounts receivables, Accounts receivables collection 
process, Balance Scorecard, Strategic management, Strategic management accounting, 
personalised balance scorecard and Days of sales outstanding, Resource Dependence 
Theory, Resource Dependence and interdependence 

2.8 Evaluation of sources 

The relevance and value of the previous research is important to consider when deciding 
upon what articles that will make up the literature review. Relevance of a study is 
dependent on the research question and the objectives in the study (Saunders et al., 
2012, p. 107). Criteria’s to reflect upon when evaluating the relevance of the literature 
is; when the articles were written, if they have been replaced by recent studies, if the 
questions and objectives are close to your own and if other studies have been using the 
article as reference (Saunders et al., 2012, p. 108).  

To guarantee relevant articles in our study we have tried to use as recent research in the 
field as possible, our aim was to only use articles from the 21st century, however with 
the difficulty to find enough new and relevant articles in our field some older literature 
are used. We believe that these articles are still relevant because of their use as a 
reference in more recent studies. We also ensured that the articles are published in 
known journals and cited by other studies. Further aspects that strengthen the choice of 
articles are the contribution to research in similar fields. 

A second aspect to look at is the value of the literature, the value reflects on the quality 
of the research that has been done, quality regarding how the research is conducted and 
the strength of the theory (Saunders et al., 2012, p. 107). Saunders et al., (2012 p. 108) s 
explains points that are relevant for a researcher to ensure the value of previous 
research. The points underlined are whether the text is biased, if there are any omissions 
in the methodology, if the text is scholastic and if room for further research is provided 
(Saunders et al., 2012, p. 108). The majority of our articles are academic with a 
scholastic influence, they are considering both positive and negative aspects of their 
research and the methodology is described in a structured way. 

We are using some articles on managerial director’s work experience and articles in 
magazines in our review and are aware of that they might be based on subjectivity 
rather than systematic research (Saunders et al., 2012, p. 107). When we were searching 
for articles, we ensured that they were all peer reviewed to increase the validity of this 
study 

2.9 Methodological discussion 

Our study is built upon a deductive approach, we are aware of that it is often associated 
with quantitative research. However we still believe it to be viable in our study due to 
previous theories contributing to explaining and strengthening our result. Further a 
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deductive approach has been used in previous cases when conducting a qualitative 
research and these two research approaches are not entirely separated (Bryman, 2011, 
pp.  547, 549). 

Critique against qualitative research argues that the results are too subjective, by this 
implies that the researchers own values are affecting the final result too much (Bryman, 
p. 368). However we want to understand the account receivables collection process and 
it is therefore the researcher’s intention to interpret our findings and explain patterns.  

2.10 Generalisation 

Critics towards qualitative studies argue that the scope of the findings is restricted and 
that it is impossible to generalise the findings so that they can be applicable in other 
settings, the reason is that a few cases cannot represent the entire population (Bryman, 
2012, p. 406). In quantitative studies a great focus is put on generalisation of findings 
(Bryman & Bell, 2011, p. 164). It is desirable that the findings are representative for the 
entire population to be able to draw conclusions about a certain phenomenon for the 
greater public (Bryman, 2012, p. 176). The findings of qualitative studies are applied to 
generalise to theory rather than to the population, these findings contribute to strengthen 
the theoretical reasoning rather than explaining a phenomenon for the population 
(Bryman, 2012, p. 406).  

In qualitative research generalisations between different cases can be made, these types 
of generalisations are called moderatum and involve the process of drawing 
comparisons between similar cases to strengthen the theoretical reasoning (Bryman, 
2012, p. 406). This is what we have done in our study when we are applying previous 
research on the field to strengthen and improve our contribution to the theory. These 
generalisations are limited in comparison with the statistical generalisations, which are 
strengthening with the probability sampling (Bryman, 2012, p. 406).  

2.11 Access 

Access is a critical aspect when conducting research, since if you do not get access you 
might be in problem when it is time to undertake the study (Saunders et al., 2012, p. 
208). Gaining access implies retrieving information from a social setting where there is 
an interest to conduct research (Bryman & Bell, 2011, p. 427). Saunders et al., (2012, 
pp. 210-211) explain that there are three levels of access, physical, continuing and 
cognitive. The authors states that physical access is the first entry into an organisation, 
at this stage access problems such as time and resource requirements from the 
researcher can contribute to problems, a second aspect to take into account is the 
possibility of succeeding in gaining the interest of the manager to agree on participating 
in the research. Our physical access in this study was good, because in the initial phase 
the manager of Varuhuset AB asked us if we could investigate the problem for them. 
Attaining access to our remaining companies was done fairly easy when they 
understood that Varuhuset AB already agreed to participate. The underlying reason was 
that they felt that we had previous knowledge in the field of research and that we were 
well informed in the subject. 

According to Saunders et al., (2012, p. 211) the second level of access is the continuing, 
at this level researchers see the access as continues process. They explain that this 
process can take two forms, firstly access is gained for entry and initial research and 
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then further access is gained for future research. The second form of the continuing is 
the process of gaining access from the people you are going to interview, just because 
you get access from management does not mean that the respondents are willing to 
contribute with their access. In this study we first got access from the managers and 
then had to gain acceptance and trust from our respondents.  

The third level is the cognitive access, at this level you gain acceptance to participate 
and gain information regarding data necessary for the research (Saunders et al., 2012, p. 
211).  

According to Saunder et al., (2012, pp. 213-214) there are different access issues as an 
external and internal researcher, as an external researcher to overcome the issue of 
access is a vital part in the research process. Negotiation must be made at all three levels 
and the importance of sustaining a good relationship is vital. We felt that we were able 
to establish a good relationship with the Account managers during the interviews and 
that we gained access. We believe to have good access in our study, with the external 
access that provides the respondents with a safety that the research will be used for an 
academic cause. 
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3. Theoretical Framework 

In this chapter we are discussing previous literature regarding the collection process of 
account receivables, the balance scorecard and the resource dependence theory. We 
will provide a thorough discussion regarding this literature and explain how these 
theories interlink with one another. Finally we will conclude what theories we will 
apply and why we chose them.  

3.1 Accounts receivables 

Accounts receivable is a resource that is of great importance for a business and it is 
therefor important to understand the resource and how it affects a business. Shorthose 
(2013, p. 57) states that account receivables are displayed in a company’s sales ledger 
as a record of a business owing’s; it shows by whom and when the payment is due. 
Further the authors argue that in order to show this in a truthful and realistic way it 
needs to be accurate and clean. Generally Accepted Accounting Principles (GAAP) is 
overall accepted accounting standards prevailing at an international level (Blake et al, 
1998, pp. 144-150). According to GAAP accounts receivable should be presented in the 
financial statements as gross receivables minus calculated allowance for bad debt, i.e. 
an estimated amount that will not be collected (Savage & Van Allen, 2002, p. 33). 
Estimates of this kind will make difficult for businesses to properly value this asset with 
regards to its uncertainty (Hendriksen & Van Breda, 1992, p. 562). In relation to GAAP 
it is the International Financial Reporting Standards (IFRS) adopted by countries within 
the European Union (Soderstrom & Sun, 2007, p. 675). The IFRS (2014) standard IAS 
18, state that revenue should be recognised at fair value as either received or as a 
receivable in the financial statements. When the cash inflow is deferred fair value is 
computed with the effective interest rate (IAS 18, p. 11). IAS 32 defines accounts 
receivable as a non-derivative financial asset, which the entity will receive (IAS 32 
p.11). 

Previous literature is stating that there are two different approaches to look at the 
strategic impact of accounts receivable, either companies sees it as a capital investment 
contributing to the total assets of the company, this asset diverse in value each year and 
the rate of return is uncertain (Salek, 2006, p. 56). Second, receivables can be looked 
upon as a risk of default, and a possible expense, the reason is the possibility of disputes 
that might occur, therefore companies seek to minimise the cost of these assets without 
affecting sales too much (Salek, 2006, p. 55). Salek (2006, p. 55) emphasis that there 
are different views of internal strategies of accounts receivables, they can be used as a 
tool to help customers finance their purchase and an important source of cash flow for 
the business. This literature is showing upon the broad spectrum of views a business can 
take when considering their receivables and that the resource is valued in different ways 
depending on their view. 

3.2 Accounts receivable collection process 

3.2.1 Collecting accounts receivables  

Account receivable management can be a complex field for the financial departments 
and their decisions can both affect the company’s value and relationship with 
customers. Michalski (2008, p. 94) argue that companies that have a liberal policy of 
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giving trade credit, have a great amount of money tied up in their accounts receivables 
that in turn will lead to an increased managing cost. Mortensen (2009, p. 54) continue to 
argue for the importance of collecting accounts receivable, according to him, 
receivables as a revenue should not considered true until it is visible on a company’s 
bank account. These arguments are further strengthening the importance of receivables 
and the vitality for businesses to learn how to collect this resource. Moreover Mortensen 
(2009, p. 55) state that personalised collections are an approach where the company 
contacts the customer whilst an invoice is past due. By using this approach the 
customers realise that there is no way to get rid of the “collector” and continue to pay 
their invoices in the future. This is strengthened by the argument of Atkinson (2011, p. 
D), personalisation of the collection process moves the company up on the payment list 
if the customer is contact in a consistent and friendly manner. The process of contacting 
customers for a reminder of payment has been perceived in different ways. Some 
companies believe that it can jeopardise the customer-supplier relationship, others 
consider that if contact is set up in a professional and non-threatening way it can evolve 
into a stable and good payment habit (Mortensen, 2009, p. 55).   
!

In the article by Mortensen (2009) a few companies expected a penalty system to be a 
successful solution to decrease accounts receivables. According to Salek (2005, p. 104) 
late payment fees are a type of penalty system that companies use as a charge to cover 
the cost of the extra days of credit. The effect of these charges is questionable since a lot 
of companies do not pay this extra fee and the risk for a dispute must be taken into 
consideration. Mortensen (2009, p. 55) emphasis that a great amount of companies 
share the view that penalty system would be more harmful for the customer 
relationship. Instead the companies believed that a  “prompt payment discount” would 
prove to be more effective when collecting the receivables. A weakness with this 
method is also that customers use the prompt payment even if their invoice has expired 
which leads to extra work for the personnel and an extra cost for the company (Salek, 
2005 p. 104).  

This shows upon the great diversity in what approach to undertake when collecting the 
receivables. Previous literature is both strengthening the importance of good 
relationships and argue for fees as an alternative solution. This is can be seen a two 
distinct views and show that there is no universal clear-cut strategy for managing 
account receivables. 

3.2.2 Reasons for a customer’s late payment 

When looking at explanations to why customers do not pay on time the arguments split 
again. Previous research mentioned that some customers intentionally delay payments 
as a part of cash management and the reason can be found in the maximisation of their 
own cash flow (Atkinson, 2011, p. D). Additional reasons can be; temporary financial 
problems or a potential risk for bad debt, sometimes that the customer is too lazy or 
disorganised to pay on time, the invoice is sent to the wrong address, or applied to the 
wrong account, the customer is not receiving what the contract says, the invoice and the 
purchase is showing different rates, technical issues or that the customer is promised a 
discount that is not displayed on the bill (Atkinson, 2011, p. D; Rodriguez, 2011, pp. 
165-166).  
!
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Since every business is different it is also clear that there should be different reasons for 
why their customers do not pay on time. This is strengthened by Salek's (2006, p. 56) 
statement  “ Experience shows that over half of receivables greater than 30 days past 
due are disputed, so the speed in which disputes are researched and resolved with the 
customer can directly decrease the number of past-due receivables”. His statement is 
pointing out the importance of solving disputes in management of account receivables. 
There can be different reasons for a dispute and Salek (2006, p. 56) further argue that 
most disputes occur because the customer believe there to be an error. He therefore 
points out that a lot of money can be saved through facing this issue as soon as possible. 
An example is a case study mentioned by Salek (2006, p. 56), where a high technology 
firm was experiencing a receivables management problem. With a redesign of the 
managerial process and an implementation of a dispute-resolution process they 
decreased their days of sales outstanding from 104 to 61 and decreased disputes by 75 
per cent.  

3.2.3 Customer relations 

One approach of collecting accounts receivables is the executive portfolio strategy; this 
approach emphasises the importance of knowing your customers and managing 
receivables in different ways depending on who your customers are (Salek, 2006, p. 55). 
Salek (2006, p. 55) stated that “just as different customer segments require customised 
marketing approaches, various collection approaches are needed for distinct categories 
of customers”. What he implies with his statement is that the collection process of a 
small-volume customer will diverge from a customer with a large account.  

Atkinson (2011, pp. B-D) mentioned the importance to keep a good relationship with 
customers throughout the collection process. He further states that the expense of 
locating and keeping customers through sales and marketing must be considered. The 
reason is that it is costly to recruit new customers and it is a process that takes time. 
Further his article is revealing that the credit department is an important part of the 
companies’ sales process. This is due to the importance of keeping a good relationship 
with the customer until the final stage. He also emphasis that companies must stop 
thinking about debtors, and instead focus on customer. To keep a good customer 
relationship it is crucial to treat the customer in a proper and respectful manner. As 
stated above, a loss of one customer can be a great expense for the business. As long as 
your customers are paying they will continue to purchase your products and you have a 
loyal customer relationship that hopefully will keep on going for years (Atkinson, 2011, 
p. B) 

3.3 Balance scorecard as a strategic management tool 

Rodriguez, (2011, p. 163) did a case study of a Northern American Company that 
introduced a performance scorecard as a solution to improve their accounts receivables 
collection process. This company improved their account receivables collection with 
$76 million and decreased their days of sales outstanding with 8.5 days. The business 
was reviewing their number of accounts treated during one week, status updates, contact 
with their clients, the quality of the notes etc. (Rodriguez, 2011, pp. 168-169).  These 
improvements sprung from the implementation of a standard performance scorecard 
made us further look into the founders of this tool.  
!
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Kaplan and Norton (1992) wrote that management should both consider financial and 
operational measures when evaluating the performance of a business. These thoughts 
led to the development of the balance scorecard. The Balance scorecard is a strategic 
management tool that has been continuously developed until 2007 (Kaplan & Norton, 
2007). The first generation BSC consisted of four different perspectives, financial, 
customer, internal processes and learning and growth (Figge et al, 2002, pp. 270-271). 
Instead of utilizing the balance scorecard as a pure model and as a technical and 
operative measurement system companies are applying it to determine a long-term 
strategy for the organisation (Kaplan & Norton, 1999 p. 19). In these innovative 
companies the scorecard is applied to clarify and alter the vision and strategy, 
communicate and connect the strategic goals and control figures, plan, set up goals and 
coordinate strategic incentives and improve the feedback and learning (Kaplan & 
Norton, 1999 p. 19). 

Cobbold and Lawrie (2004, p. 614) explain that the first generation of the balance 
scorecard was lacking a clear description of what measures to apply when designing the 
balance scorecard, and how to cluster the different measures into one of the four 
perspectives. They further state that the solution to this was the implementation of the 
strategic objectives; each objective was attached to each perspective that was further 
attached to the performance measures. This implementation helped to select appropriate 
measures and was the start of later generations evolvement of the balance scorecard 
from a measurement system into a management system. Moreover the authors argue 
that the inclusion of the strategic linkage led to an identification of the cause-and-effect 
relationship between objectives that proved to be important for the balance scorecard 
methodology.  

Kaplan and Norton (1999 pp. 253-254) stated that the combination of the short-term 
financial results with the long-term results, conduce the balance scorecard as a good 
model to develop into a management system. This model can be applied as a tool to 
implement long run strategies in the business. According to them the scorecard helps 
management identify important goals and construct a framework for a strategic 
management system that structure questions, stating information and important 
managerial processes. Kaplan and Norton, (1999 p. 2) also argue that the balance 
scorecard model is unique in combining the strategic thinking and the managerial 
process. They state that in most companies these two processes are separated and the 
management processes and time schedules are instead connected to the budgeting 
process and the monitoring process. They explain that by connecting the management 
process to the balance scorecard with its strategic perspectives the strategic management 
system are created consisting of four important components. The first component is the 
formulation of the strategy with an update on strategic questions. Second there is the 
connection of personal goals and incentives interacted with planning. Third there is the 
resource allocation and annual budget. Finally the fourth, component is feedback and 
strategic learning.  

In a traditional sense, the balance scorecard is a performance measurement; 
Zangoueinezhad and Moshabaki (2011, p. 927) explain that they are applied to measure 
how well an organisation is progressing towards established objectives in a non-
quantified way. This means that it is a way to quantify an organisational action in terms 
of effectiveness and efficiency.  
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3.4 Balance scorecard, four perspectives one focus 

The objectives and control figures associated with the balance scorecard are derived 
from the vision and strategy of an organisation and the results are addressed through the 
financial, customer, internal process and learning and growth perspectives. (Kaplan & 
Norton, 1999, p. 17) Kaplan and Norton (1999, p. 33) explain that the financial 
perspective is contributing with information in regards to the financial outcome from 
previous actions. The perspective measured if strategic implementations lead to a 
change in profit. Second there is the customer perspective that is a process of 
identifying market segments and use control figures to measure the business result. 
Concepts to reflect upon are customer satisfaction, repurchase propensity and customer 
profitability. Kaplan and Norton (1999, p. 35) further explain that the learning and 
growth perspective is identifying the infrastructure that is important to create growth in 
the long run for a company, and address the gaps between competence of the personnel 
and internal systems, routines. According to them to decrease these gaps investments in 
further education and development must be made.  

3.4.1 Internal managerial process 
In our study we are focusing on the internal process perspective. Kaplan and Norton 
(1999, pp. 92-93) state that this perspective helps management identify important 
processes that a company must be able to control in order to succeed. The relevant 
control figures put a great pressure upon the internal processes affecting customer 
satisfaction and the opportunities to reach the stated financial goals. Furthermore, they 
mention that a balance scorecard differ from traditional measurement models by 
identifying new important processes instead of improving already existing ones. 
!

When conducting previous research regarding the balance scorecard and the internal 
process perspective we found different aspects that a company should take into 
consideration.  
 

 
Figure 1 – Aspects in an internal process perspective 
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Figure 1 – Aspects in an internal process perspective indicates the five characteristics 
that we believe a business should look at when implementing this strategic managerial 
tool. All of them are connected to processes that a business can manage in their internal 
environment. 

According to Kaplan and Norton (1999, pp. 92-93) the balance scorecard is developing 
the goal and control figures into strategies for improving expectations possessed by both 
customers and shareholders. Through this process further areas of improvements occur. 
One example they mention is the process of collecting accounts receivables for a 
company named Rockwater, a simple analysis of their accounts receivables showed that 
some of their customers did not pay until after 100 days of credit. After reviewing the 
process it was acknowledged that the customers did not pay because they thought that 
the job was not finished. This finding led to a change in the internal process creating a 
better communication between the manager at site from Rockwater and the customer 
representative.  

3.5 Resource dependence theory 
As one of the greater resources for a business, accounts receivables and its uncertainty 
create vulnerability in a business environment (Pfeffer & Salancik, 1978, p. 47). Pfeffer 
& Salancik (1978) provided a conceptual framework to analyse the interdependence of 
resources and how it might cause difficulties as a result of uncertainty or 
unpredictability for an organisation. This framework is called the resource dependence 
theory and investigates the organisational decision-making regarding the influence of 
the environment. Organisations are dependent on resources that are supported by 
external actors; in return these actors demand actions. Managing these demands from 
the environment act as a key component for the survival of the business (Pfeffer & 
Salancik, 1978, p. 43). 
!

Business survival can be argued for as the ability to acquire and retain resources. A 
successful business strives to reduce their dependence towards others and increase their 
influence over organisational environments (Birkinshaw et.al, 2001, p. 231). Pfeffer and 
Salancik (1978, p. 40) state that transaction in the environment to obtain resources lead 
to interdependence between organisations and social actors. They argue that in an 
environment where the amount of resources are scarce, and the demand is high, the 
interdependence between actors increase.  Interdependence arises whenever one actor 
does not control all resources necessary for completing an action.  

Pfeffer and Salancik (1978, p. 48) explain that one aspect of controlling a resource is to 
have access to it; personnel in the sales department have access to the goods and can 
decide if the customers are allowed to purchase it. Another aspect of control is user 
control; employees have gained the confidence of the owner to decide upon certain 
things within the range of the employment. Pfeffer and Salancik (1978, p. 49) also state 
that a final source of control is the existence of rules and regulations that decrease the 
room for control in the relation between buyer and seller. The concentration of 
resources is the basis of interorganizational influence, by this they consider that the one 
that possesses the resource is affecting the one that is dependent on it. 
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3.5.1 Uncertainty  

Pfeffer and Salancik (1978, p. 46) further argue that when addressing the importance of 
a resource the extent of exchange and the criticality of the resource must be considered. 
If the company is dependent on the exchange of one resource the importance of this 
resource is greater for the survival of the business in comparison to a company with 
multiple resources contributing. They explain that the criticalities of a resource measure 
the ability for an organisation to continue to function without this certain resource. This 
criticality may vary with changes in the environment, and the environment is the 
underlying factor for the problematic conditions regarding the resource. Achieving 
stability in a resource is dependent on the exchange of it; in certain organisations 
stability is a dimension of greater importance than growth and profitability (Pfeffer & 
Salancik, 1978, p. 47). Pfeffer and Salancik (1978, p. 47) points out that if the resource 
exchange is unstable the supply will be uncertain as well as the business survival. 
According to them it is in the interest of all participants in an organisation for the 
business to survive. As long as the organisation is stable they will retrieve resource 
benefits continuously and they will be motivated to continue their work. The authors 
also emphasise that when there is uncertainty and instability in a resource the 
participants in the organisation will turn doubtful. If the participants are relying on 
resources or performance from the organisation they will abandon or try to stabilise the 
organisation by confronting it.  

With a constraint of interaction between organisations there will be a variability and 
complexity in requiring resources (Ulrich & Barney, 1984, p. 472). Uncertainty is 
critical for the organisation because it dims the business resources and strategy and 
further complicates the daily activities within the organisation (Rivas, 2012, p. 296). To 
reduce this uncertainty a solution is to increase the interaction between social actors, 
increasing the control of others resources, by this means strengthening the business in 
relation to actors in their environment (Pfeffer & Salancik, 1978, p. 43). 

3.1.2 Interdependence 

All organisational outcomes are built upon interdependence of causes or agents; there 
are two different types of interdependence, 1) outcome interdependence when one 
action is dependent on the outcome of another action, 2) behavioural interdependence 
that is the dependence on integration between social actors (Pfeffer & Salancik, 1978, p. 
41). 

Pfeffer and Salancik (1978, p. 41) explain that outcome interdependence can be divided 
into symbiotic and competitive relationships. Competitive relationships imply that the 
outcome of one action must be positive if the other action is negative. The symbiotic 
relationship is the opposite, and implies that one action can have a positive outcome for 
two actors; the relationship can as well be adverse. According to the resource 
dependence theory, it is vital to manage the interdependence on external organisations 
because of the opportunity to limit the external dependence on resources when times are 
critical (Straub et.al 2008, p. 195). The theory emphasise that the importance of a 
resource in a business functioning is not the source of the problem, instead that occurs 
from the business environment (Pfeffer & Salancik, 1978, p. 47). The internal 
managerial process is a dynamic and strategic process of managing the dependence of 
the environment, to extract external resources (Straub et.al 2008, p. 196). 
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3.6 Summary of Theoretical Framework 

To sum up the theoretical framework we have made a model explaining our theoretical 
standpoint. The combination of these theories will help us to gain a better understanding 
of the elements affecting the collection process of accounts receivables.  

!

 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 2  - Summary of practical and theoretical framework  

As our figure show we will use the internal perspective of the balance scorecard 
combined with the resource dependence theory when we discuss processes in the 
handling of account receivables. The reason for our theoretical standpoint is that these 
theories have proved to be important in resource management. Therefore we will further 
narrow it down only looking at the account receivables management and thereby the 
impact of customers. 
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4. Empiricism 

In this chapter we give the reader a description of Varuhuset AB, Kuponger AB, Skyltar 
AB and TEC AB. We will go from an overview of the company as a whole, to then put 
focus on their accounts receivable department and their functioning. We have divided 
our findings and will present it under relevant topics. 
 
Varuhuset AB Interviewee 1 

Kuponger AB Interviewee 2 

Skyltar AB Interviewee 3 

TEC AB Interviewee 4 

Table$1$–$The$companies$and$their$respective$interviewee$$

 Varuhuset AB Kuponger AB Skyltar AB TEC AB 
Date of interview 16 Apr 2014 

 
 
 

21 July 2014 29 July 
2014 

18 Aug 2014 

Duration  60 min 45 min 35 min 40 min 

Employees at AR 
management  

3 
 
 
 

3 2 1 

Industry Office supplies Clearing & 
payment 

Lightning  Boats  

Sales relationship Business-to-
Business & 
Business-to-
Customer 

Business-to-
Business 

Business-to-
Business 

Business-to-
Consumer  

Responsible for 
handling disputes  

Key account 
manager  

Financial 
department 

Key account 
manager  

Financial 
Manager 

Consider 
themselves to 
have problem 
with AR 
collections  

Yes Yes No No  

Table 2 – Summary of interviews  

4.1 Companies  

We have chosen to present our interviewed companies in the coming section, this due to 
emphasise the difference and similarities between them. They all belong to various 
industries and differ in operating in a business-to-business or business-to-customer 
market.  
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4.1.1 Varuhuset AB 
Varuhuset AB is the result of a merge in 2013 between two companies and operates as a 
part of a corporate group. The company has various departments scattered in different 
parts of Sweden. They are one of the leading vendors in Sweden of office supplies and 
services. Today they have over 60 000 customers within both private and public sector, 
this is the reason for the great amount of invoices that goes through their financial 
department every day.   

4.1.2 Kuponger AB  
Kuponger AB is a company that works within the clearing service industry. Their 
business activities are shared between coupon promotions and clearing services 
including the issues of value slips. The company has close cooperation with well-known 
and established companies on the Swedish market. They see themselves as being a part 
of the development of the future bank operations.  

4.1.3 Skyltar AB   
Skyltar AB specialises in emergency lighting and central UPS’s with a broad and 
comprehensive program. Their business is nationwide and they have an increasingly 
significant export to countries all around Europe. They strive to keep high and constant 
quality of their products and deliveries in order to build a sustainable and long-term 
relationship with their customers.  

4.1.4 TEC AB 
TEC AB is a company that is active within the field of handmade boat manufacturing. 
They perceive themselves as having an uncompromising attitude toward quality of their 
products in terms of construction and materials. Their goal is clear; they strive to be the 
best in their field and their keywords are athleticism, durability and economy.  

The four companies share both similarities and differences, this visible in the structure 
of the account receivable department and the managerial process connected to it. During 
the interviews it became clear that different internal processes were undertaken and they 
had different views on their account receivable management. One of the companies 
experienced this process to create problems within the organisation while other could 
not connected this to organisational complication.  

4.2 Account Receivable Department  
 
Kuponger AB’s account receivable department is divided into to two separate kinds of 
cash inflows. This due to differences in their way of handling the payments, the 
payments connected to the clearing service is handled through an automatic payment 
service and the coupon promotions through invoicing. Currently they are three 
employees working with accounts receivable management, which are also engaged in 
other work tasks connected to accountancy. Interviewee 2 describes the company to be 
in a moving stage where they manage to sign new customers and expanding this part of 
their business. This has caused more business operations and thus more work for their 
employees.  
 
Skyltar AB accounts receivable department consist of two employees. Also here, their 
time is shared with other work tasks. Their revenues are generated both through 
catalogue and store sales, where the store sales accounts for a much smaller portion of 
the overall sales.  
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Varuhuset AB has three employees working with accounts receivable management, this 
excluding the financial manager. One of them is solely working with the accounts 
receivable management and the remaining employees share this work tasks with other 
duties. The merge resulted in a reconstruction of their financial department, thus 
included the accounts receivable management. This generated new positions and work 
tasks for some employees. Interviewee 1 want to emphasise that the work tasks have 
not, in a proper way, been divided among the employees as the department. 

TEC AB uses outsourcing for all their financial service, including account receivable 
management. Although TEC uses outsourcing they still need to finance their business 
operations, regardless of who look after their accounts receivables they need to collect 
them and can experience the problem of missing payments. Moreover, they are the one 
company with the least amount of invoices handled on a daily bases. They consider the 
workload is reasonable due to the low number of customers.  

All the interviewed companies use different business systems in the handling of 
accounts receivables. Varuhuset AB are currently working with Visma Business, this 
after a recent change of supplier in the conjunction with the merge. Remaining 
companies all have different systems; examples are Visma XOR and 4D. Varuhuset AB 
is only company that see connection between the business system and internal 
difficulties. Interviewee 1 states:  

It is an underlying reason for a lot of problems 

Transparency in the decision making process in the internal environment is crucial, both 
within vertically and horizontally. According to Interviewee 1 from Varuhuset AB, one 
can see good transparency in the decision making process at their accounts receivable 
department. It emerge thought employees knowing what kind of decisions they are 
empowered to make and what needs to be further discussed with more authorized 
employees. Together with Varuhuset AB, the other interviewees consider their 
companies to have a similar attitude towards transparency in the decision making 
process, it exist a clarity in what kind of decisions one can make. TEC AB exemplifies 
this with  

The employees can set credit limits, which is a comprehensive decision 

4.3 Internal process - Factors affecting accounts receivables management  

There is a great amount of factors affecting the accounts receivable management. 
Aspects such as the amount of invoices, number of employees and how many customers 
each company have make a difference in the internal process for each company.  
 
TEC AB is the company that processes the smallest number of invoices on a daily basis, 
thus they have a few customers that is consuming their products. Contrary to them 
Varuhuset AB amount of invoice increased substantially in conjunction with the 
merger. On daily bases they handle 1 600 invoices, mixed between incoming payments 
and outgoing invoices. Interviewee 1 emphasises that payments needs be handled on a 
daily basis; this task takes up a few hours of every employee’s time. There is also daily 
complimentary work with the handling of incoming customer payments, reason for this 
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is that customers paying an incorrect amount. Skyltar AB and Kuponger AB are 
working under similar conditions, employees assigned to accounts receivable 
management needs to divide their time between that and other tasks. They are assigned 
to other administrative financial work such as; the conduction of monthly financial 
statements and processing all retailers cash accounting, considering both cash and card 
purchases. Due to that and how urgent other tasks are the amount of time put on account 
receivable handling differs substantially. Interviewee 2, at Kuponger AB stresses that 
because of this it is hard to know exactly how much time they spend on account 
receivable management.  
 
Since the tasks of accounts receivable management is outsourced by TEC AB they do 
not experiences the same problem with time management that are mentioned by both by 
Varuhuset AB and Kuponger AB.  Skyltar AB considers they too have enough 
capabilities to manage the approximately 20 invoices per day, resulting in them not 
having the problem time management difficulties.  
 
Serving customers as quickly as possible is of great importance at Kuponger AB. They 
believe that this helps create a good perception of the company. This is done through 
the use a telephone central for all incoming calls, which employees always are 
connected to. This is also seen in the organisation at Skyltar AB. Interviewee 2 
considers it to be very helpful and a positive characteristic in a consumer point of view, 
but the task can be an extremely time consuming. Employees at Skyltar AB agree, both 
regarding problems and benefits, but want to add that it leads to them getting calls that 
they need to divert to others, and it thereby becomes a very time consuming attribute for 
a company to have. Varuhuset AB is introducing phone hours for the financial 
department, which will help them provide similar service as Kuponger AB and Skyltar 
AB. However, the fixed hours will give employees the opportunity to plan their time 
better.  
 
Skyltar AB feels that they received the needed education, in the business system, to 
execute their work. However, Varuhuset AB and Kuponger AB consider there is a lack 
of applicable education among the employees; this is nevertheless not considered to be a 
problem in any of the current four companies. Varuhuset AB is working by the 
approach of trial and error in the new business system. This is a cost saving approach, 
but might lead to activities taking longer time than necessarily needed. Interviewee 2 
states that:  
 

I haven’t received any useful education. In the beginning, I spent a lot of time asking 
questions to co-workers  

4.4 Invoices 

Sending out an invoice is one way for a business to reach its customers. Varuhuset AB 
uses the assistance an external company when they send out their invoices. With this 
process they aim to have as little manual handling as possible. Their customers can 
choose between getting invoices sent by mail (PDF) or by post letter, also this handled 
by the external company. Varuhuset see this as an additional service their customers 
receive.  
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The appearance of invoices is not something that the interviewed companies have 
pondered over. When the question is realised the interviewees react differently. TEC 
AB gives a distinctly no and does not seem to believe it to bee of that great importance. 
Skyltar AB shows a similar attitude and states that:  
 
The invoice is designed to follow laws and regulations and I see no reason to change it 
 
Kuponger AB has a related view of it, but gets more hesitant when we asked about the 
clarity of the appearance. Interviewee 2 realises that the clarity might differ among 
those who see the invoice daily, and their customers.   
 

.., of course, it is hard for us to see what customers could misunderstand since we 
designed the invoice  

 
Varuhuset AB charges every customer with a service fee that appears on the invoice. 
However, Interviewee 1 express that the customer can make the choice of not paying 
that invoiced service fee, if that is the case it is assumed that the customer have not 
accept the full agreement. After the third time of non-payment it will be removed from 
the customer account in the business system. This is seen as a way to avoid disputes. 

The upcoming phone hours for Varuhuset will appear on their invoice. Phone numbers 
to both the financial and sales department will be displayed to increase clarity. This can 
help customers to get in touch with the right person from the start.  

4.5 How is late payment managed?  

While conducting these interviews it became clear that different companies differ in 
their way of handling past due invoices. Kuponger AB and TEC AB have no direct 
internal rule of when reminders are, or should be, sent out. Skyltar AB sends out 
reminders for past due invoices once a month, and Varuhuset two days after the invoice 
went past due. Reasons for these differences can be connected to how each company 
chose to manage their businesses. TEC has very few customers with close contact to 
many of them, and they always contact their customer in the event of missed payment. 
Contrary to them, Varuhuset AB have a lot of customers and a great amount of invoices 
and therefore need a more concrete way of handling late payments.  
 
TEC AB, Kuponger AB or Skyltar AB will not claim to have a process for blocking 
customer when a specific number of reminders are reached. That is something that they 
agree should be determined case by case. Varuhuset has a more clear process where 
customers get blocked in Visma (Business System) when they reach the limit of three 
delayed invoices. The key account manager is the one responsible for that right 
information reaches the financial department if a customer needs to be blocked by any 
other reason. Some events requires customer to be unblocked before payment got in, 
this needs to be approved by the key account manager.  

There is also a difference in the consequences of a customer doing a past due payment. 
All companies have the debt collection agency as a consequence of missed payment, 
however, the number of reminders before this consequence differs among them. TEC 
have the process of always contacting their customers with following questions before 
using a debt collection agency:  
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Is the invoice correct? Is product correct? Is the delivery process correct? 

 
This is done by the key account manager, and!these questions will help to assure that the 
reason for past due payment cannot be found in their internal process. Another 
consequence raised is the uses of interest invoices, Varuhuset send them out together 
with reminders. However, Interviewee 1 express that a great amount of invoices consist 
of such small amounts that these interest payments do not provide any greater effect. 

4.6 Reasons that customers do not pay on time 

Interviewee 1 believes one reason to be that the arrangement is not properly closed. 

Customers have returned a good and are holding the payment until they get a credit 
note for the part they returned 

Occasionally the problem can be that the key account manager has forgot to make one 
for them. Another, common reason is that they might not receive the invoice, this due to 
mistype or change of address. Payment difficulties may also be considered as one 
reason, but should then been acknowledged in the creditworthiness check. According to 
interviewee 4 at TEC the customer’s cash flow and their high financial burden is the 
biggest reason for past due invoices.  

Our customers usually experience a high financial burden…so payment deficiency 
depends on the customer’s cash flow 

Kuponger AB experiences the biggest issue with their larger customers. These 
companies usually have a long process before the invoice reach payment, which 
sometime leads to a delayed payment.  

Skyltar AB does not consider them to have that much problem with the account 
receivable collections. Interviewee 3 stress that since they check their customers 
carefully before sales go though they do not have that much trouble with past due 
invoices.  

4.7 Customers 

As previously stated none of the interviewed companies has a fixed limit of reminders 
before involvement of a debt collection agency. They all agree that it depends on how 
large and important the customer is. Interviewee 3 at Skyltar AB states:  
 

One needs to consider whether the dispute is worth getting the money on time when it 
comes to a significant and loyal customer 

 
This statement visualise an image that all interviewed companies contributed to. 
Varuhuset AB both realises and takes into account that different customers are in need 
for different treatment in their internal process. This is displaying itself mostly in the 
difference between the size of customers and whether they are operating within the 
public or private sector. Communities, counties and other bigger customers are example 
where this differentiating can be seen. Interviewee 1 explains that the reason for this is 
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the avoidance of disputes with customers of great importance. Interviewee 1 emphasises 
that despite past due invoices these are considered to be secure receivables and no worth 
a potential dispute.  

Both Kuponger AB and TEC AB have international customers that affect their internal 
process. Kuponger emphasise that international customers have the tendency to take up 
more time, both because the invoice process differ from national customers and it is a 
greater occurrences of misunderstandings.  

Our international customers, whom the key account managers don’t have as close 
relationship with, tend to generate more incorrect transactions, from both sides  

To enhance the relationship between the company and its customers, all interviewees 
agree that contact is best made between customer and key account manager, due to the 
closer and frequent relationship.  

4.8 Dispute 

In Skyltar AB and Varuhuset AB it is pronounced that the key account manager is 
responsible for handling all disputes. Interviewee 1 states that this is because the 
financial department is unknowing of what has been said and done. In contrast to this, 
Kuponger AB have chosen to put that responsibility on the financial apartment, those 
working with the accounts receivable management. With more intractable cases, the 
responsibility is instead moved to the financial manager, which applies to both 
companies. TEC has the financial director as responsible for handling disputes.  
 
For Kuponger, Skyltar and, at the moment Varuhuset it is not clear who should be 
contacted with questions and concerns. The business departments contact details is 
placed on the invoice and they are therefore functioning as a middle hand between key 
account managers and customers. 

4.9 Company objectives and measurements 

Varuhuset and Kuponger AB have individual employee objectives connected to every 
employment, which they get directly when they start. This, however, do not appear to 
be used in further activities during the employment, in any of the companies. 
Interviewee 2 state:  
 

To be frank, they are there but my guess is that it is only for the sake of appearance, I 
worked here for three years and never seen them again. 

 
TEC AB has also set objective for their employees. They consider them to be 
measureable and incorporated in the employment in a good way. The interviewed at 
Skyltar AB has no knowledge of either objective for employees or the use of financial 
measurements. Interviewee 3 underline that since it has not reached the department, it is 
doubtful that they exist. 
 
Varuhuset AB’s operational policy states that all employees should understand the 
overall business commitments and objectives. Interviewee 1 does not consider this to be 
true and argue that the overall strategic business objectives are not something that is 
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addressed in the everyday functioning between employees. But it is clear that all 
employees are working towards the same direction, reducing costs. 

Kuponger AB have no elaborated process of keeping track of the cash collection period. 
However, if one customer is constantly late with payment the previous statistics of cash 
collection periods is taken into consideration while deciding how it should be handled.  
 
During the interview with Varuhuset AB it became clear that they have an unofficial 
objective to decrease the days of sales outstanding. This objective is not concrete or 
stated in the overall business strategic objectives, but rather something that the 
department is agreeing upon. Interviewee 1 has no knowledge of any measurements 
being used today, neither for the measure of change or improvements/deteriorations. 
This contributes to their lack of documented changes between years or other periods. 

4.10 Issues with the internal process of managing accounts receivable 

The interviews are showing variation in many aspects between the different companies. 
This variance can also be shown in the establishment of difficulties in the internal 
process. Varuhuset AB is able to state factors that directly affect the account receivable 
management; examples are the great amount of workload effecting the time 
management and the use of a new business system. Skyltar AB could not point at 
anything specific that are not working and explained that they have a well-functioning 
account receivable collection process. They consider the reason for this being the 
amount of effort they put in to look up their customer before they engage in any sales. 
Kuponger AB points at two things that today hamper their account receivable 
management. The first one being the lack of clearness towards their customers, this in 
form of invoice appearance and the second one being time management. Their 
willingness to cater to customer and always be available does not help the company to 
achieve time efficiency. TEC AB has a similar approach as Skyltar AB but adds that 
improvements can always be done, companies’ needs development, including the 
relationships to customers. Today, they do not have anything that they “lack”, but 
emphasise the importance of a continuous improvement process in movement. 
 
Interviewee 1 is mentioning that they are understaffed at the department. Therefore they 
do not have time to accomplish all the tasks that they would like to. One area that they 
are aiming to put further investigation into is currently the collection process of account 
receivables. Interviewee 1 state that they would like to have more time to investigate in 
the account receivable ledger, clear it. Further, it became clear that this has previously 
been neglected.  
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5. Analysis 

In the chapter we analyse the connection between our collected data and the theoretical 
framework. Based on our problem background, objectives and research question we 
make this analysis in order to determine how one can facilitate the inter organisational 
process of accounts receivable management, this contributing to the resource 
dependence theory with the aspects of interdependence and uncertainty.  

The analysis of our data and the theoretical framework is organised under headings, 
which is consistent with the aspects we found essential in the internal process 
perspective of a balance scorecard. Our findings indicate that companies look 
differently on reasons for difficulties in the account receivable management. All 
companies acknowledged their dependence of the resource and the necessity of 
preserving a good relationship with their customers. The analysis is prepared to help 
increase knowledge on how accounts receivables are managed in the different 
companies. Further it aims toward increasing our understandings on connections 
between the companies’ managerial processes and elements of resource dependence.  

5.1 Business environment and opportunities 

Our finding showed that two out of four companies have well-developed processes in 
their accounts receivable management. TEC has chosen to outsource their financial 
administration; nonetheless they managed to keep a good way in handling the customer-
business relationships. We consider their process to be highly refined due to them 
taking responsibility to collect the money and keeping the key account manager as a 
contact channel. This shows that they try to affect the interdependence between them 
and their customers, hence influence the desired outcome of their business activities. 
Skyltar were able to present a procedure that they believe affect their collection process 
positively. Equivalent to TEC, they manage to, in a greater extent control, the 
interdependence by decreasing the amount of past due invoices through reviewing their 
customers carefully. According to us, controlling of the interdependence in this sense 
will help the business to manage its environment and thereby more easily identify 
opportunities.  
 
After the interviews we found a similarity in how they, in general, perceived difficulties 
in this process. This applies both on the two companies experiencing problems and the 
remaining two. Difficulties in accounts receivable management could be a result from 
the lack of necessary resources. According to the interviewed, this is manageable trough 
looking at problems in an already existing process. Examples of this is seen in 
Varuhuset’s will to increase efficiency in the customer support process by fixed phone 
hours. However, our research on previous literature has shown a different approach. The 
balance scorecard model is unique in its way of combining the strategic thinking and the 
managerial process. It provokes a company into identify a management processes. That 
will in turn be stimulating for the organisation. (Kaplan & Norton, 1999, p. 2). TEC has 
a good way of demonstrating this; they are working from the outside and in. They start 
by looking at environmental factors such as customers, and then creating a process in 
conjunction with that. Asking customers for thoughts and opinion is, according to us, 
one procedure in the creation of new internal processes. Further, we believe this will 
decrease uncertainty in the collection process of an essential resource. It will also 
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enhance a stronger and reliable relationship between customers and the company. We 
see this as a step in creating reliability and break possible problematic cycles.  
 
The internal process that TEC has developed helps them collect and preserve resources 
necessary for continuing business operations. They have created an environment and 
strategy that fits their company and their way of doing business. By continuously 
keeping contact with customers they create less room for eventual surprises, hence 
decreasing uncertainty connected to essential resources. Contrary to them, Varuhuset’s 
lack a functional internal process and they experience difficulties in their account 
receivable management. Interviewee 1 express different features indicating problems in 
their internal business environment, the introduction of a new business system being 
one of them. Further reasons are explained by actions within the internal business 
environment. They believe that customers hold back on payment due to inadequate 
managerial processes. If the reason behind in fact is an error, we believe the focus 
should be on investigating their internal process, since it is a part of controlling 
interdependence of external factors. The consequence of a deficient managerial 
processes lead to a lack of resources essential for their business operations, creating 
vulnerability for them. (Pfeffer & Salancik, 1978, p. 43) Pfeffer and Salancik (1978, p. 
47) further emphasises that this vulnerability can be one of the effects that occur in the 
event of an organisational change. Which in turn can lead to a no longer assured set of 
resources. Hence, it leads to the continued existence of the organisation being 
threatened by uncertainty and instability. (Pfeffer & Salancik, 1978, p. 47) An 
organisation should strive for independence in their possession of resources, and at the 
same time increase control over the organisational environment (Birkinshaw et.al, 2001, 
p. 231). During the interview it is stated that Varuhuset recently went through an 
organisational change. This makes it more crucial to identify processes that affect the 
collection process in a positive way, and thereby controlling the potential vulnerability. 
Additionally, we consider it to be a proper time to revise the current handling process, 
including strengths and weaknesses.  

Pfeffer and Salancik (1978, p. 47) state that difficult conditions in resources 
management comes from the environment, when there is a stable and sufficient supply, 
there is no problems for organisations. We acknowledge that there is a variance in 
different industries. Some industries experiences different competitive rivalry, which 
will affects a customer’s possibility to move between suppliers. This will in turn affect 
the assure set of resources an organisation have. Previous research has stated that the 
balance scorecard has been widely adopted among different industries (Agostino & 
Arnaboldi, 2012, p. 330). Therefore, we argue that regardless the range of industries 
among our interviewed, companies should consider the use of a balance scorecard. We 
believe that this goes well together with the use of resources in an organisation. The 
level of criticality for a resource in the organisational functioning is more difficult to 
determine than the large scale of its use (Pfeffer & Salancik, 1978, p. 47).  

5.2 Consumer relationship management  

During the interviews we wanted to explore the difference in the interviewed companies 
business-consumer relationship. Previous literatures consider this to be important since 
it is a relationship affecting the process of collecting accounts receivables (Atkinson 
2011, p. D). The greatest feature that separated the interviewed companies was the 
number of people consuming their products or services. We believe that this difference 
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creates various opportunities to have a successful consumer relationship management.  
TEC and Varuhuset proved to be good examples of this. We see that a reason for TEC’s 
success in account receivable management is their number of customers. Pfeffer and 
Salancik (1978, p. 43) state that to reduction of uncertainty can be reached through an 
increase of interaction between social actors. By this, we consider a smaller number of 
customers will allow for a greater amount of time spend on each one of them, creating a 
better relationship. We believe that the work of decreasing uncertainty and increasing 
interdependence can develop from different premises. Contrary to TEC, Varuhuset has a 
greater amount of customers. It would therefore be unmanageable to create and 
maintain a good relationship with every one of them. However, this does not change the 
circumstances that a good relationship will enhance more control, and thereby decrease 
uncertainty. Account receivable collection process must be seen as a completion of 
sales, if contact is made in a friendly way your business will move up on the payment 
list (Atkinson, 2011, p. D). Varuhuset indicate during the interview that they try to act 
in accordance to this. By letting the key account manager be responsible for any contact 
with the customer they proven to be consistent. By recognising the need for this type of 
action we want to argue that Varuhuset identified a vital part of an internal process, 
which will help them in developing a well-working collection process.  
 
We see that it exist an interdependent relationship between a company and its 
customers. All interviewed companies need to collect money in order to reach their 
financially stated objectives, and customers are in need of receiving bought goods or 
services. An important aspect to remember is the customer’s freedom to change supplier 
and get their resources from elsewhere. This creates interorganisational uncertainty; to 
cope with this it is common for organisations to create more interdependence between 
actors. (Pfeffer and Salancik, 1978, p. 42) We believe that this is a common problem in 
the daily merchandise trade. Putting this in the context of our interviewed companies, it 
is about the creation of interdependence for a customer’s choice to consuming their 
products or services. One wants to create a feeling of being invaluable, either by 
delivering invaluable goods or having an invaluable way of treating our customers.  

Interviewee 2 states that they experience most problems with larger customers. We 
consider this to be a difficult area, where a separate management process might be 
helpful. Knowing that the customer has a longer process for payments creates a good 
basis for developing a process that takes that into consideration. If they manage this, 
they might achieve a decreased uncertainty. We argue that this is crucial because 
organisations are dependent on resources that are supported by external actors; in return 
these actors demand actions. Managing these demands from the environment act as a 
key component for the survival of the business (Pfeffer & Salancik, 1978, p. 43).  

5.3 Operational efficiency  

Interviewee 1 and 2 argued that there exist possibilities for an increased coordination 
between their financial department and the sales department. The financial department 
and key account managers, at both Varuhuset and Kuponger, are working together 
towards increasing and maintaining customer satisfaction. Previous literature has shown 
that upholding customer satisfaction is essential to maintain operational effectiveness 
(Pfeffer and Salancik, 1978, p.60). According to us, this is showing the usefulness of 
implementing a balance scorecard. Pfeffer and Salancik (1978) connect the aspects of 
customers, interdependence and uncertainty in the context of operational efficiency. 
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Measuring changes attached to this could include the company asking themselves; is the 
business providing sufficient service or/and availability (customers), do they know what 
their customers think of them (uncertainty) and overall, are they offering something that 
makes customers dependent of them (interdependence). These effectiveness and 
efficiency questions are important and a quantification of them needs to be done, hence 
introducing a balance scorecard. We agree upon the importance an increased 
coordination among departments, a clear and well-developed process will contribute to 
minimising complications, and increased efficiency. According to Pfeffer and Salancik 
(1978, p. 42) causes of uncertainty occur from the lack of coordination between 
activities. We see that the development of an organised collaboration could reduce 
experienced difficulties and thereby decrease uncertainty. Unless a functioning internal 
process is developed it might threaten the continued existence of the organisation 
(Pfeffer & Salancik, 1978, p. 47). All interviewed companies have different 
presumptions for a successful managerial process. They all differ in size, meaning that 
some companies have better opportunities to create coherency between departments. 
Skyltar have their key account managers spread in different regions all across the 
country. This is one aspect that we would consider problematic in the effort to create 
coherency. However, it is not mentioned as an area that needs improvements in terms of 
operational efficiency.     

Skyltar, Kuponger and Varuhuset all lack clarity in the process of managing disputes. 
Through not showing clearness in responsibilities, we consider it to contribute to the 
basis for potential confusion, existing both in the internal and external business 
environment. We see different consequences taking place as a result of this, duplication 
of work being one of them. This occurs when Varuhuset’s financial department 
sometimes acts as a middleman between customers and key account managers. 
Furthermore, without clarity in tasks and responsibilities, we see a risk for passiveness 
in the internal environment and irritation in the external environment, both harming 
operational effectiveness. This successively leading to increased uncertainty. The 
balance scorecards internal process perspective aims to focus on actions and measures 
that have the greatest impact on customer satisfaction (Kaplan & Norton, 1996, p. 62.). 
This is a problematization where we believe the implementation of a balance scorecard 
could be useful. It would identify a process needed internally, for example including 
responsibility distribution and a line of action in the event of dispute. This would create 
a symbiotic interdependence with a positive outcome due to decreased uncertainty.  

Time management in account receivable management is one aspect mentioned as being 
perceived problematic. We consider this to affect numerous parts of the organisation. 
During one interview it is addressed that there is a willingness to spend more time on 
accounts receivable. Interviewee 1 states that it would be needed to thoroughly go 
through the ledger, but missing time to do so. Interviewee 2 at Kuponger states that 
since other work tasks also need attention it is hard to find time to keep the ledger clean. 
It is important to acknowledge the difference in time required to manage the account 
receivables. The companies that have employees working solely with these financial 
tasks might be in need for a different approach. The development of an internal process 
connected to the accounts receivables would simply mean a process for their 
employment.  

Two out of four interviewees expressed that they check their customers before making 
sales. However, they perceived this kind of activity differently. Interviewee 3 
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considered this activity to be the reason to why they do not experience problems. It was 
stated that the reason for not having difficulties collecting accounts receivable was the 
time spend on credit check. Interviewee 1 further stated that they use the activity of 
credit check, however lack of credit was still considered to be an essential reason for 
past due invoices. Looking at previous research a cause for having a hard time 
collecting receivables is customers looking after their own cash management, 
(Atkinson, 2011, p. D). We assume that customer’s cash management can be divided 
into two assumptions. Either the customer has bad liquidity generally, which should be 
seen at a potential credit check, otherwise may be the prioritization of payments, the 
customer might feel it is more important to pay other suppliers first.  

5.4 Proper work culture and higher employee confidence 

Numerous things turned out to be interesting when discussing the different collections 
processes. One area that we took extra interest in was the thoughts of the employees, 
what they consider to be the biggest issue with the collection of accounts receivable. We 
believe that those employees working most closely with the accounts receivable have a 
good view and thoughts regarding those aspects in need for more attention from top 
management.  

Interviewee 1 mentioned that one reason is them being understaffed. It is emphasised 
that due to time constraints, Varuhuset have chosen not to prioritise the process of 
accounts receivable management. We understand that Varuhuset are working towards a 
reprioritisation of their employees times schedules, this through the introduction of 
fixed phone time, that is limiting the time spent on customer contact. The 
implementation of this approach will decrease their quality regarding availability 
towards customers that is one of their objectives in their business vision. However it is 
one step in giving the department time to establish a well-functioning process that in the 
future can help them gain time through efficiency. 

Another business feature that we believe would help in determine whether to review the 
existing process is the use of measurements. By measure and setting objectives in 
regards to overall financial management will provide clear guidelines. Not one of the 
interviewed could with certainty say that they were working against an objective. One 
conclusion of ours is that it does not exist or information does not transfer well enough 
between hierarchical levels. However, Interviewee 1 state that it is mentioned their will 
to decrease costs. It is further stated that it is an objective developed in a word to mouth 
context and nothing concrete. When everyone has the same objectives and going in the 
same direction it also influence the interdependence relationship, that will be more 
clarified and thereby more easily managed (Pfeffer and Salancik, 1978, p. 43). Previous 
research has arrived at the conclusion that an organisation striving towards the same 
goals is more easily managed and therefore the financial results have therefore 
improved (Rodriguez, 2011, p. 170). Therefore, we believe that it is important to work 
towards the same goal. We argue that this will increase employees understanding and 
respect for one another work tasks, and by that experience a greater overall 
cohesiveness. 
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5.5 Business decisions that improve Organisational structure 

The objectives of the internal process perspective emphasise the organisational 
processes that are most critical for the business strategy to succeed. When implementing 
a balance scorecard as a tool one need to value the areas of the business that needs to be 
constructed. (Kaplan & Norton, 1996, p. 62) To alter a change in the accounts 
receivable the problem must gain focus from management as a business area that need 
improvement (Salek, 2005, p. ix). Varuhuset stressed that the accounts receivable 
management is an area within the financial department that is both vital and in need of 
improvement. The coordination between divisions such as higher and lower 
management or divisions in the horizontal level is vital in the internal process 
perspective and will help manage uncertainty (Pfeffer and Salancik, 1978, p. 43). We 
argue that in order for management to put focus on this problem, it needs to get 
awareness. Furthermore, we want to stress that employees working directly with 
accounts receivable management might approach the initiative for a new and innovative 
internal process, but nevertheless introduction of a new developed process needs to start 
from the top management. To reach the desired outcome there is a dependence of 
collaboration between actors in the organisation (Pfeffer and Salancik, 1978, p. 41). 
This means that if difficulties are identified it needs to be brought up and management 
needs to initiate change, since they have a more comprehensive view of the business. 
Like mentioned before, this could however be seen as difficult due to issues of accounts 
receivable management not getting the proper attention from higher management 
(Salek, 2005, p. ix). Regardless of the problematization a business experiences, we 
consider it to be of great importance that it get detected as a first step, also including 
difficulties in the accounts receivable managerial process.  
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6. Conclusion 

In this chapter we conclude study to fill our gap and give our contribution to already 
existing research. We will present the findings in comparison to our research question 
and purpose that we set out in Chapter 1. We aim to provide the reader with a clear 
understanding of the research topic discussed throughout this thesis further we give 
suggestions for additional areas to study within this field. 

6.1 General Conclusion  

The aim of this study is to look at a possible interaction between the balance scoreboard 
and the resource dependence theory, in accounts receivable management. These 
frameworks are developed in order to improve and understand business operations. By 
looking at processes in financial management in four different businesses, our intention 
is to contribute with increased knowledge in the field. Combining theoretical thoughts 
from the resource dependence theory and practical implications from the balance 
scorecard, we aim at create a greater understanding. The research question is how does 
the managerial process; connected to internal strategies, improve account receivable 
collection processes?  
The general conclusion that we want to emphasise is the difference that is visible for the 
different respondent companies. This study aims at providing a greater understanding 
for how accounts receivable management. It can be concluded that it is hard to 
generalise a process that fit different companies. They possess different possibilities that 
help them to comply the various processes suggested by previous literature. An example 
that shows this in a clear way is the number of customers a company have and their 
ability to create a good customer relationship with those. Therefore, we want to 
conclude that there is a need for development of processes that fits their specific needs.  

6.2 Theoretical and Practical Contribution  

The previous research shows that accounts receivable management is vital in a business 
environment due to the necessity of the asset. It is highly affected by elements such as 
interdependence and is contributing to uncertainty and unpredictability for a business. 
The presented findings contribute to greater understanding in the relevance of 
interdependence and uncertainty in the field of strategic financial management. During 
this study we see that a company can work preventively with uncertainty and 
independence. Processes are mentioned where these two factors can be seen and 
experienced as problematic, which is contributing to the theory of resource dependence. 
Furthermore, we acknowledge processes, with help of a balance scorecard, where these 
elements both appear and can be improved. This contributes to the theoretical 
discussion of how to manage resource dependence.  

We see both similarities and differences between the different companies. Skyltar and 
TEC, which both have a functioning accounts receivable process, have show the 
relevance of having a well-functioning internal process in order to decrease the 
uncertainty and manage the interdependence. Previous research on balance scorecard 
has shown that a clear and practical strategy in how to manage receivables will decrease 
the past due invoices. Our study strengthens this, both though showing that TEC’s 
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functioning process in receivable management correlates with minimised problems, and 
that Varuhuset’s lack of strategy and process is harmful for their managerial control.   
 
Our study is further strengthening the theory of resource dependence. Our findings 
shows that the companies are dependent on collecting accounts receivables, that is a 
resource extracted from the external environment. Our result showed that all 
interviewees and their companies are aware of the dependence of the resource in the 
business and they chose to handle it by increase the interdependence towards customers.  

A practical contribution in our study that we want to emphasise is that the internal 
managerial process connected to corporate internal strategies will facilitate the 
collection process of account receivables. Through an implementation of a strategy 
connecting vision and objectives, we believe that interdependence will increase between 
social actors leading to a decreased uncertainty. Our practical contribution to 
companies, that experiences difficulties in their management of accounts receivable, is 
to work out a clear strategy. This strategy should include processes that are company 
specific since we derived the conclusion that all companies have different capabilities to 
implement these. The strategy could incorporate aspects such as customer contact, 
making notifications and clarifying whom to contact when a dispute occurs. 
Clarification in the handling process of customers will decrease uncertainty and 
improve their business operations.  

6.3 Future research 

This study is identifying the impact of uncertainty and interdependence in the 
managerial process of account receivables. Further it is investigating the importance of 
a strategic managerial tool to decrease the uncertainty and interdependence as well as 
facilitate the collection process of the account receivables. After the study was 
concluded we discussed suggestions for further research. 

A suggestion to further research is to look at the external behaviour of customers 
leading to uncertainty and interdependence that the organisation cannot control. A 
further suggestion is to extend this study looking at a greater sample of businesses to 
investigate the importance of size, dependence and task characteristics interacting when 
explaining the effect of interdependence and uncertainty regarding strategic financial 
management in account receivables.  
 
6.4 Ethical and Societal considerations 

Societal and ethical considerations can according to us be looked upon from different 
views. We see the importance in reflecting on these considerations in both the 
conduction of the thesis work and what practical impact it has on a business 
environment. The account receivables collection process can be a sensitive subject for 
those involved, since our findings show areas in need for improvements in the 
businesses. These findings can lead to tension within the business since colleagues 
might not agree with what the interviewees has mentioned. Our study contributes with 
knowledge from the field that has impact on external social actors. If the company is 
revealed stakeholders and customers might lose trust of the business leading to an 
internal difficulties.  
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Our intention in this thesis is to in a helpful way analyse the internal process in 
conjunction to our chosen theoretical framework. To achieve this we need to take in to 
account how our work affects the companies. Objectivity in our research is important 
and we strive not to impose guilt upon different parts of their businesses. By carefully 
chose how to approach the businesses with questions and recommendations we aim to 
minimise complications that is raised by lack of transparency and openness.  
!  
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7. Evaluation of the Study  

Within qualitative research there are different aspects to consider when evaluating the 
quality of the study in comparison to the quantitative research. The criteria’s used in 
quantitative research, reliability and validity have been replaced by criteria’s 
evaluating the quality through trustworthiness and authenticity. (Bryman & Bell, 2011, 
p. 395) 
 

7.1 Trustworthiness  

Credibility, The data in our study is analysed through the resource dependence theory, 
this theory combined with previous data is applied to strengthen and evaluate our 
findings. Establishing credible findings implicates the assurance of research carried out 
through good practice. Submitting the finding to the social world where they were 
extracted or confirming finding with a triangulation approach, where findings are 
confirmed by different actors. This is to ensure that the researcher has understood this 
social world.  (Bryman & Bell, 2011, pp. 396-397) To ensure the credibility of our 
findings we submitted our finding to interviewees to ensure that our findings correspond 
with the real world.  
 
Transferability, Our study is focusing on a small sample that is increasing the 
difficulties with drawing a generalisation of our findings. The difficulty is founded in 
the uniqueness of a social world. We believe that our findings are contributing with a 
rich description of this social world and therefore this study can act as a base for future 
research. (Bryman & Bell, 2011, pp. 391-392)  

Dependability, Too further increase our trustworthiness we have ensured that all of our 
records have been kept throughout the research process (Bryman & Bell, 2011, p. 398). 
This is so that we could go back in our notes and findings. 
 
Confirmability, it is impossible to ensure that objectivity is complete in business 
research however it is vital to keep in mind that the researcher should be in good faith. 
By this means that personal values and theoretical opinions should not define the study 
and findings. (Bryman & Bell, 2011, p. 398) To ensure that personal values are not 
defining our study we have ensured that the analysis was written by both of the 
researchers where one of them acted as an auditor.  

7.2 Authenticity  

Authenticity is concerned with the political view of the research; it is focusing of the 
fairness of the study (Bryman & Bell, 2011, pp. 398-399). A critique we discussed 
towards our findings is our sample. With only one interview at each company the 
reliability can be criticised. However, we still believe it is reliable due to small account 
receivable departments. Two different aspects of authenticity are the ontological 
authenticity and educative authenticity that is questioning if the study has helped the 
respondents to understand their social environment and better appreciate and understand 
other social members within their environment (Bryman & Bell, 2011, p. 399). When 
finishing this paper it will be distributed to the interviewees and we hope that it will 
help them in their process of understanding and improving their account receivables.  
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Interview guide  
Internal Process 

• Can you explain your handling process of account receivables? 
• What is the process of past due invoices? 
• Do you send any reminders? (Amount before collection agencies?) 
• Do you make personal contact with customers that do not pay on time? 
• (If yes, what is the normal procedure?)  
• What does your invoice look like? 
• Have you thought of the format of the invoice? 
• Who is responsible for customer contact when an invoice is overdue? 
• Who is responsible for the invoice when a dispute occurs? Financial manager, 

sales person, account receivable manager? 
• When questions occur, is there clarity for the customers in who they should 

contact? 
• Do you have any barrier when a customer has a certain amount of invoices 

overdue? 
• What personnel have their focus on the account receivables collection? 
• Is the amount of work reasonable? (Priorities?) 

 
Internal process related to customers 

• Do your collection process diverse between different customers? 
• Previous research show that the collection of account receivables is the final part 

in the completion of a sale, what do you thinks about this consideration? 
• Do you consider customers perception of your handling process? 
 

Internal process related to the financial perspective 
• Do you apply measurements as the cash-conversion cycle? 
• Do you measure the average collection period? 
• Do you measure changes in the average collection period? 
• Do you have goals for you average collection period? 

 
Internal process related to learning and growth 

• Do you feel that you have gained education in the system that you work with? 
• (Earlier experience in sales?) 
• Is there clarity in your authority in decision making 
• Example: limits of credit, big and vital decisions 
• Do you have stated objectives for your position and are they measurable? 
• Do they correlate with the overall strategy and vision for the business? 

 
What is your opinion of what is missing today regarding the handling process of 
account receivables? 
 
What do you consider to be the reason for customer not paying in time today? 
!

 

!

!

!


