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Sammanfattning 

Bakgrund:  

Efter mycket kritik begärde svenska regeringen, år 2000, att byggindustrin skulle utredas. 
Rapporten sammanfattade att på grund av brist på konkurrens inom byggindustrin levere-
rar företagen ständigt samma produkter på samma sätt. Gabrielsson & Lutz (2002), hävdar 
att rådande marknads tillstånd, samt den alltför långa historik av i stort sett obefintlig kon-
kurrens inom byggindustrin har lett till låg produktivitet, hög konsumtion av resurser, stor 
påverkan på miljön, höga kostnader och brist på kompetent arbetskraft. Nu står byggindu-
strin inför ökad konkurrens och minskade statliga bidrag. Detta kommer att fortsätta prägla 
byggindustrin med dess företag, som därför måste arbeta hårt för att bibehålla och öka sin 
konkurrenskraft.  

Syfte:  

Beskriva hur ett byggföretag, genom att implementera Kaplans (1996) Balanserade Styrkort, 
kan integrera företagets strategi på operativ projektnivå, för att bibehålla och utveckla före-
tagets konkurrenskraft i en omgivning präglad av ökad konkurrens.  

Metod: 

På grund av att ämnet med dess problem är stort och komplext startades arbetet med att på 
bred front studera diverse litteratur, artiklar och journaler. Tre intervjuer bokades senare in 
på NCC, bestående av en platschef, operativ nivå, samt två chefer på strategisk nivå, place-
rade över platschefen i NCC’s hierarki. Detta intervjuurval hade till syfte att tydliggöra de 
olika nivåernas syn på och tolkning av organisationens strategi.  

Slutsats:  

NCC behöver, enligt författarnas konklusioner, gå från att vara en decentraliserad organisa-
tion till att bli mer av en centraliserad sådan. Centraliseringen rör främst inköp, samord-
ning, industrialisering, och projekt selektering. Strategin bör involvera alla dessa faktorer. 
NCC behöver även samordna kunskapsåterföringen i företaget och införa rutiner för att 
ständigt utveckla dessa. De här processerna kan med fördel vara placerade på nationell 
nivå. Den utvecklade kunskapsåterföringsprocessen kan öka NCC’s chanser att öka sin ef-
fektivitet, sänka sina kostnader, förbättra kvalitén och sin påverkan på miljön. Vidare tror 
författarna att NCC behöver stärka sitt fokus på industrialisering på nationell nivå, och låta 
projekten agera mer som egna organisationer. Alla projekt är unika och NCC behöver där-
för lära från dem alla för att ge sig tillfälle att se möjligheterna och belysa problemen i alla 
typer av projekt. Om de inte lyckas med detta ökar risken att missa storskalsfördelarna, och 
frågan är om ett företag i dagens byggbransch har råd med det. 
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Abstract 

Background:  

After immense criticism, the Swedish government requested an investigation concerning 
the construction industry. The report concludes that the inactive competition within the 
construction industry entail that the industry continuously delivers the same products, in 
the same way. Gabrielsson & Lutz (2002), states that the market condition and the long 
history of static competition within the construction industry has led to low productivity, 
high consumption of resources, large influences on the environment, higher costs and a 
lack of qualified labour. The construction industry is now dealing with an increasing com-
petition and evidently decreasing subsidies from the government, that will continue to in-
fluence the construction industry, and the companies, which therefore must work hard to 
sustain and increase their competitive advantages.  

Purpose:  

Describe how a construction firm could integrate the strategy with the operative work on 
the project level in order to sustain and develop their competitive advantages in a growing 
competitive environment, by implementing a balanced scorecard (BSC).  

Method:  

Since the problem and the subject are complex and vast, the authors started the research by 
study a wide range of literature, articles and journals. Three interviews were made with a 
project leader working at the site, operative level, and two managers working on the strate-
gic level, in the line organization above the project leader. With this selection the authors 
aimed to see whether the three experienced the organization and strategies the same way. 

Conclusions:  

The authors have concluded that NCC needs to go from being a very decentralized organi-
zation to be more of a centralized one. The centralization concerns purchase, coordination, 
industrialization, and project selection. The strategy has to involve all of these factors. NCC 
needs to coordinate the retention of knowledge and newly found solutions. They also need 
to have continuing processes of development and improvement concerning this retention, 
which in favourability should be located on a national level. This could raise NCC’s 
chances to achieve increased efficiency, decreased costs, better quality and environment. 
The authors further believe that NCC needs to strengthen their focus on industrialization 
on a national level, while letting the project organizations act as its own company. Every 
project is unique and therefore NCC needs to learn from all projects in ability to see the 
possibilities and enlighten the problems in all types of projects. If not, the large-scale pro-
duction benefits could be missed out.  
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1 Introduction 

The construction industry is generally divided into the construction of infrastructure, such 
as highways, bridges, harbours, airfields, dams, and masts, and the construction of residen-
tial houses, offices, industries and hotels (Nordstrand, 2000). All of those different facilities 
and buildings provide the physical prerequisites for both the traditional industry and the 
society as a whole, with a turnover of 350 – 400 billion SEK per year. It is not hard to un-
derstand that a well functioning construction industry is very important for the growth and 
development of the Swedish economy. More than half of Sweden’s total national fortune, 
3000 to 4000 billion SEK, consists of properties that are built on, maintained and devel-
oped by the construction industry (Sveriges byggindustrier, 2005). Furthermore, the con-
struction industry is one of Sweden’s major industries and employs approximately 370 
thousand people (SOU, 2002:115).  

From the discussion above it is clear that the construction industry plays a vital role and 
has therefore traditionally been strongly connected to political decisions and laws such as 
taxes, subsidies and other governmental regulations, since a well functioning construction 
industry is of great importance for the whole society. 

However, the global integration has grown significantly the last two decades and the global-
ization has clearly influenced Sweden as well (Buljevich & Park, 1999). For instance, The 
Maastricht treaty, 1992, this clearly influenced the politics and the capital market in Swe-
den. Also the membership in the European Union, EU, meant certain convergence criteria 
and integration for Sweden. More restricted budget deficit and national debt led to that the 
government had to reconsider their financial priorities (Shaugnessy, 1995). Those changes 
in the Swedish economy have led to transformed political principles and the subsidies to 
the construction industry decreased from 34 Billion SEK in 1993 to 2 Billion SEK in 2002 
(Sveriges byggindustrier, 2003: b). Other trends towards an increased globalisation with 
free trade areas, labour movements and adjusted tax regulations has also influenced the 
Swedish construction industry during the last twenty years (Sveriges byggindustrier, 2003). 

At the same time as this great change took place, the construction industry experienced a 
major regression during the 1990’s and a debate regarding the construction industry and its 
performance, the lack of industrial thinking and industrial application were often pointed 
out.  

“What industry that represents 10 percent of Sweden’s total GDP and is inefficient with low productivity, 
low degree of change, inflexible organizations, conflict of interest and shortage of customer relationships, in-
dividualism and competence among the orderers? Answer: The Construction industry”(Veckans affärer). 

After immense criticism, the government requested an investigation concerning the con-
struction industry. Statens Offentliga utredning (SOU) 2000:44, “Från byggsekt till by-
ggsektor” was submitted by Byggkostnadsdelegationen to the Swedish government in May 
2000. The report concludes that the inactive competition within the construction industry 
entail that the industry delivers the same products, in the same way as the industry always 
has done. Gabrielsson & Lutz (2002) states that a special structure could be seen within the 
industry in which the different actors are closely connected to each other which results in 
certain behaviours. This structure protects the different actors as long as they keep to the 
written and unwritten rules. It is therefore easy to identify and bar the way for anyone that 
diverge from the structure. This makes it hard for new innovative firms to get in to the 
market, which has led to stagnation within the industry and a lack of competition (Gabri-
elsson & Lutz, 2002). 
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Sveriges Byggindustrier appointed a commission in the autumn of 2001, Byggkommis-
sionen, which should continue to evaluate the situation of the Swedish construction indus-
try. Gabrielsson & Lutz (2002), as part of the commission, states that the market condition 
and the long history of static competition within the construction industry has led to low 
productivity, high consumption of resources, large influences on the environment, higher 
costs and a lack of qualified labour (Larsson, 1992). 

The construction industry, which has been characterized by stability, static competition and 
a self protecting market are now dealing with an increasing competition and evidently de-
creasing subsidies from the government. These changed market conditions has, and will 
continue to influence the construction industry, and the companies, which therefore must 
work hard to sustain and increase their competitive advantages. 

1.1 Problem discussion 

A construction firm is mainly built up upon many diverse projects, which consists of many 
different phases and involve a lot of different specialists (Nordstrand, 2002; Walker, 1996). 
A construction firm could be described in terms of a decentralized organization with short-
term focus on profitability where each project must fulfil the profitability requirements. 
This leads to that the development continues slowly and with small steps. The profitability 
requirements on each project lead to short term solutions rather than long term priorities. 
Optimization of the specific project’s result is not automatically the most optimal solution 
for the company as a whole (Larsson, 1992).  

Borgbrant (2003) also states that the construction industry is an industry with many differ-
ent actors involved, where common goals for the project many times are not set and where 
narrow, short-term thinking often leads to conflicts, which results in negative consequences 
for the project outcome and in the long run for the entire organization. This discussion 
emphasizes a problem that the first research question aims to answer;  

How is the conflict between short-term decisions and long-term objectives managed throughout the organiza-
tion? 

Due to inefficient processes and short-term thinking it is hard to be profitable. This results 
in investments within attractive quarters where the demand is stronger and the customers 
are prepared to pay more. This phenomenon, naturally forces the prices upwards, which in 
the end also results in possible profits (Borgbrant, 2003). However, this does not seem to 
be a long-term solution and the second research question request an answer to; 

How is the strategy reflected in the project selection process? 

As it is today, the revenues are maintained through increased prices and only by exceptions 
through more efficient production processes and products. The industry is therefore domi-
nated by short term/tactical thinking in which focus is on this project and the next. To 
solve this, the construction industry, as a whole, must change towards the direction of 
long-term/strategic thinking that must be based on customer value and demand (Gabriels-
son & Lutz, 2002).  

Borgbrant (2003) argues that the operative work, at the site, is strongly focused on short-
term profits, both regarding the organization and the production process chosen. In the 
larger organizations there are too many managers on the strategic level in relation to the 
number working on the operative level and the decentralized organization makes the stra-
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tegic decisions hard to make. Furthermore, Borgbrant (2003) states that the strategic think-
ing and the operative thinking is not integrated within the construction industry, why it 
would be interesting to know; 

How the strategy is communicated and managed throughout the organization?  

As could be concluded by the discussion above the tradition of the construction industry 
and the historically static competition has led to many problems and immense criticism of 
the industry. There are obviously strong incentives to study and describe the strategic plan-
ning and controlling of construction projects – or rather the organization itself that are 
handling all projects, in order to develop and find possible improvements. It is therefore 
the authors’ intention and hope that this thesis could contribute with new thoughts and 
ideas in the development process of the construction industry. 

1.2 Purpose 

The purpose with this thesis is to describe how a construction firm could integrate the 
strategy with the operative work on the project level in order to sustain and develop their 
competitive advantages in a growing competitive environment, by implementing a balanced 
scorecard (BSC).  

1.3 Delimitations 

The assumption in many texts is that strategy is formulated and then implemented, with 
organizational structures, control systems and the like following obediently in its wake. In 
real life, formulation and implementation are intertwined as complex interactive processes 
in which politics, values, organizational culture and management styles determine or con-
strain particular strategic decisions. This thesis will focus on how the implementation proc-
ess of strategy through a balanced scorecard could look like in the construction industry 
and hence not consider all different factors mentioned above that in turn could influence 
the intertwined process. Meaning that this thesis will focus on how one could implement a 
balanced score card in the construction industry. 

1.4 Definitions 

Definition of project “A project is a one-time, multitask job with a definite starting point, definite end-
ing point, a clearly defined scope of work, a budget, and usually a temporary team” (Lewis, 2001, p.5). 

Definition of organization: “It is characteristic for organizations to have job splitting and an adminis-
trative apparatus, which by different rules, values and agreements as a basis tries to secure coordination, con-
tinuity and completion of goals” (Bakka, Fivelsdal & Lindkvist, 1999). 

Definition of management: Organizations and management are intrinsically interlinked concepts. 
Management is the dynamic input that makes the organization work (Walker, 1996). 

Definition of strategy: “strategy is a course of action for achieving an organization’s purpose” (De Witt 
& Meyer, 2005). 

Definition of construction project management: The planning, coordination and control of a pro-
ject from conception to completion (including commissioning) on behalf of a client requiring the identification 
of the client’s objectives in terms of utility, function, quality, time, and cost, and the establishment of rela-
tionships between resources, integrating, monitoring, and controlling, the contributors to the project and their 
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output, and evaluating, and selecting alternatives in pursuit of the client’s satisfaction with the project out-
come ( Walker, 1996). 

The term “strategic level” will in this thesis include all personnel and activities outside the 
specific project organisation itself, meaning that all personnel and activities that takes place 
above the project manager in the organizational hierarchy will, by our definition, fit in to 
the strategic level. The term “operative level” will thus include all project specific personnel 
and activities that take place in each specific project. 

1.5 Disposition 

The disposition of this thesis is in line with the Jönköping International Business Schools 
standards. 

In chapter two the method used through the thesis is explained and described. This chapter 
will explain the sequence of operations and also discuss the reliability and validity of the 
thesis from the authors’ perspective. 

Chapter three will present the theoretical framework for the thesis and will support the 
reader with explanations and descriptions of fundamental factors in organizational theory, 
strategy, project selection processes as well as a close description and explanation of the 
balanced scorecard. 

After the theoretical framework the empirical findings will be presented in chapter four. 
Since this thesis is a case study and all interviewees are working in integrated and overlap-
ping processes and areas in the organization, the interviews will not be presented separated 
in the empirical findings. Instead the empirical findings will describe how the organization 
works today and how the different processes are connected today. To make it easier for the 
reader to understand the processes, graphical figures will complement the describing text. 

Chapter five presents the authors analysis of the empirical results. The authors will analyze 
the empirical findings using the fundamental ideas behind the balanced scorecard. The em-
pirical findings include graphical figures to make it easier for the reader to see the outcome 
of the analysis. 

The last chapter will present the conclusions of this thesis. In the conclusions the authors 
presents the most important conclusions that could be drawn from the analysis. The con-
clusions will also include a more general discussion regarding the construction industry, and 
the authors’ thoughts about the future. In the last part the authors will present their criti-
cism of the thesis and with their ideas of possible future studies. 
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2 Method 

This chapter will describe how we proceeded to achieve our purpose. Including data collec-
tion, data handling, analysis, and problems and weaknesses of our chosen method as well as 
motivations and descriptions of why we chose this method. This topic will also educate the 
reader about practical problems that we ran into during the study and discuss how those 
problems might have affected the results and what we did to reduce the effects of those 
problems. 

2.1 Legitimacy and trustworthiness of the thesis 

Independent of the method chosen, all methods has advantages and disadvantages. One 
way of evaluating the chosen method is to distinguish the method’s validity and reliability. 

2.1.1 Validity 

One concern with empirical research is how to translate the framing of the question and 
the theory used into a concrete measuring instrument (Svenning, 1997). Another issue is to 
explain the relationship between the theory and the empirical research. This connection is 
complicated but necessary in order to gain concrete results. This connection is called valid-
ity and it refers to the extent to which a research instrument measures what it is designed to 
measure. It is hard to resolve whether the study is valid or not and the researcher has to 
rely on its own subjectivity (Lekwall & Wahlbin, 1993). Lundahl and Skärvad (1992) have 
separated the validity concept into two components: 

Inner validity in a study exists when the interview guide measures what is intended to 
measure. It is also vital to be aware of the degree of inner validity and to which level the 
measuring instrument measures too little, too much or even the incorrect things (Lundahl 
& Skärvad, 1992). The inner validity deals with the problem of being accomplished in a re-
liable way. It concerns the way in which the information has been collected, how the theory 
has been discussed and how the context has been observed. To obtain inner validity one 
should work with different sources of data, diverse theories and multiple methods (Lundahl 
& Skärvad, 1992). Outer validity exists when the responses in the interviews has a high 
level of agreement with the concern intended to be studied. It is hard to state whether a 
study has outer validity or not since a low level of outer validity may arise even if the ‘right’ 
questions are asked to the ‘right’ persons. This could occur if the person interviewed is dis-
honest or if the interviewee simply remembers wrong. High outer validity is synonymous to 
the generalizability of a study’s result. This means that if the results of the study are appli-
cable on other studies than the one researched, it has high outer validity (Lundahl & Skär-
vad, 1992). 

To achieve high validity the authors studied a wide range of theories within different fields, 
such as organization, strategy, projects, risk, finance and so on. A lot of historical articles 
and news where also read to get the picture of the past discussions. Before the authors 
made the interviews discussions were held with different people, with different posi-
tions/connections to the construction industry, to get their picture and thoughts of why it 
is, as it is, in the construction industry. This was done in a very informal way in order to 
have a more relaxed discussion, since the authors thought that criticism against the industry 
and questions in a formal way regarding the situation could easily be doctored. Since the 
subject is vast and could be a bit delicate it is hard to say whether the authors got an objec-
tive or subjective picture of the situation. Since this thesis is a case study it is hard to say 
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whether the result of this thesis would be applicable on other studies within the field. 
However, it is the authors’ opinion that this study was completed with a high degree of 
preventive moves, in order to increase the subjectivity of the thesis. 

2.1.2 Reliability 

The reliability of a study is the trustworthiness of the data set. Lundahl and Skärvad (1992) 
argues that a high level of reliability is distinguished by the fact that the measuring itself is 
not affected by who is doing the interview or under what conditions the interview is carried 
out. That is to say an investigation with high reliability would turn out with the same results 
if repeated. Reliability is affected by four major factors namely, which instruments that are 
used, the person accomplishing the interview, the surrounding of the measurement and the 
person interviewed (Körner, 1993).  

In order to achieve high reliability, the authors first explained for the interviewees why we 
did this study and the purpose with the study. When searching for persons to talk with we 
carefully described what we wanted to talk about and what we wanted to know, just to 
make sure that we would interview the right person in the organization. In order to be as 
neutral as possible and not influence the interviewee, the questions were formulated as neu-
tral as we could. The authors also changed questions and asked questions regarding other 
interviewee’s answers. 

2.2 Case study as a research method 

A case study can be seen to satisfy the three tenets of the qualitative method: describing, 
understanding, and explaining. Case studies can be single or multiple-case designs. When 
no other cases are available for replication, the researcher is limited to single-case designs 
(Tellis, 1997).  

There are several examples of the use of case studies in the literature. Yin (1993) listed sug-
gestions for a general approach to designing case studies, and also recommendations for 
exploratory, explanatory, and descriptive case studies. Each of those three approaches can be ei-
ther single or multiple-case studies.  

In exploratory case studies, fieldwork, and data collection may be undertaken prior to defini-
tion of the research questions and hypotheses.  

Explanatory cases are suitable for doing underlying studies. In very complex and multivari-
ate cases, the analysis can make use of pattern-matching techniques.  

Descriptive cases require that the researcher begin with a descriptive theory, or face the pos-
sibility that problems will occur during the project. Thus, what is implied in this type of 
study is the formation of hypotheses of cause-effect relationships. Hence, the descriptive 
theory must cover the depth and scope of the case under study. The selection of cases and 
the unit of analysis is developed in the same manner as the other types of case studies. 

A case study's questions are most likely to be "how" and "why" questions, and their defini-
tion is the first task of the researcher. The study's propositions sometimes derive from the 
"how" and "why" questions, and are helpful in focusing the study's goals. Not all studies 
need to have propositions. An exploratory study, rather than having propositions, would 
have a stated purpose or criteria on which the success will be judged. The unit of analysis 



 Method 

8 

defines what the case is. This could be groups or organizations, but it is the primary unit of 
analysis (Yin, 1994). 

Yin (1994) asserted that a case study investigator must be able to operate as a senior inves-
tigator during the course of data collection. There should be a period of training which be-
gins with the examination of the definition of the problem and the development of the case 
study design. If there is only a single investigator, this might not be necessary. The training 
would cover aspects that the investigator needs to know, such as: the reason for the study, 
the type of evidence being sought, and what variations might be expected. This could take 
the form of a discussion.  

Case studies are multi-perspectival analyses. This means that the researcher considers not 
just the role and standpoint of the actors, but also of the relevant groups of actors and the 
interaction between them (Tellis, 1997).  

A frequent criticism of case study is that its dependence on a single case renders it incapa-
ble of providing a generalizing conclusion. Yin (1993) presented Giddens' view that con-
sidered case methodology "microscopic" because it "lacked a sufficient number" of cases. 
Hamel, Dufour and Fortin (1993) argued that the relative size of the sample whether 2 or 
100 cases are used, does not transform a multiple case into a macroscopic study. The goal 
of the study should establish the parameters, and then should be applied to all research. In 
this way, even a single case could be considered acceptable, provided it met the established 
objective. 

Analyzing case study evidence is the least developed and hence the most difficult. There 
must first be an analytic strategy that will lead to conclusions. Yin (1994) presented two 
strategies for general use: One is to rely on theoretical propositions of the study, and then 
to analyze the evidence based on those propositions. The other technique is to develop a 
case description, which would be a framework for organizing the case study.  

Pattern-matching is another major mode of analysis. This type of logic compares an em-
pirical pattern with a predicted one. Internal validity is enhanced when the patterns coin-
cide. If the case study is an explanatory one, the patterns may be related to the dependent 
or independent variables. If it is a descriptive study, the predicted pattern must be defined 
prior to data collection (Tellis, 1997).  

Construct validity is especially problematic in case study research. It has been a source of 
criticism because of potential investigator subjectivity. Yin (1994) proposed three remedies 
to counteract this: using multiple sources of evidence, establishing a chain of evidence, and 
having a draft case study report reviewed by key informants. Internal validity is a concern 
only in causal (explanatory) cases. However, this can be dealt with using pattern-matching, 
which has been described above. External validity deals with knowing whether the results 
are generalizable beyond the immediate case. Some of the criticism against case studies in 
this area relate to single-case studies. However, that criticism is directed at the statistical 
and not the analytical generalization that is the basis of case studies. Reliability is achieved 
in many ways in a case study (Tellis, 1997). 

2.3 Sequence of operations 

Since the problem and the subject is complex and vast, the authors started the research by 
study a wide range of literature, articles and journals in subjects such as organizational the-
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ory, project management, financial management, strategy as well as the history of the con-
struction industry.  

The authors perceived the literature to be general and it was hard to find more specific lit-
erature and theories applicable in the context of construction and project organizations. 
This combined with the fact that Tellis (1997) states that a case study are a multi-
perspectival analyses, the authors wanted to get a vast background early in the process.  

Hence, in addition to the literature study, open dialogues were held with some different 
players in the construction industry such as different subcontractors, real estate agents and 
persons from the town planning committee. By doing this the authors realized that the in-
dustry is undergoing great changes at the moment and that the area of study is incredibly 
complex. 

With those conversations in mind and the literature studied the authors started to see con-
nections between problems discussed in certain theories and the reality described in the sou 
2000:44. It became obvious that many of the problems discussed in sou 2000:44 had been 
recognized in different theories and discussed for years, yet in another context than project 
based organization and/or the construction industry. One of the most discussed and cited 
theory regarding strategic planning and implementation in the modern literature within the 
subject is Robert Kaplan’s, the balanced scorecard. The authors decided that this model 
would be a perfect tool to work with when studying the subject of strategic thinking and 
future development of the construction industry.  

Since the industry is undergoing great changes and an increasing competition, the authors 
thought that it would be hard to involve more than one company in the empirical study. 
Strategies and organizational power and so on could also be sensitive information for a 
company to share with external people. The authors therefore decided that a single case 
study would be the most appropriate method to use studying the subject.  

NCC was contacted and they were interested of the thesis. To start with we had a first 
meeting with our contact person, Marcus Kruus, where the purpose and the intentions 
with the thesis were explained. We also let our contact person read the background and the 
problem discussion in order to give him the chance to leave his opinion on the problem 
and his picture of the background. This was done to maximize the benefits of the thesis to 
the company and also for us to get a picture from someone actually working in the com-
pany. This was also a chance for both the company and the authors of the thesis to solve 
any questions regarding the purpose of the thesis. From the beginning the authors intended 
to look at the whole company but after discussions with our contact person the authors 
decided that due to the complexity, time and monetary limitations, it would be hard to look 
at the whole company. Instead the authors decided to look at the region of Jönköping. 
During this first meeting/interview with the company, Marcus Kruus explained the organi-
zation and how the company worked in general. After the first contact the authors started 
to read more deeply about NCC’s history, vision, business idea, strategy, organizational 
structure and so on. With our theory and our knowledge of the company from their home-
page and brochures and through discussions with Marcus Kruus the authors sat down and 
started to analyze and plan how to proceed. 

It was hard to decide whether this thesis should be an exploratory, explanatory or a de-
scriptive case study. After long discussions and a lot of analysis of our reasons for the 
study, the type of evidence being sought and what difficulties and variations that we could 
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ran into during the continuing process of the study the authors decided that the thesis will 
be a mix of an exploratory and a descriptive case study.  

When this was decided the authors realized that it was important to go through the study 
step by step and try to set an analytical strategy for the study. According to Yin (1994) there 
are two different strategies. One is to rely on theoretical propositions of the study, and then 
to analyze the evidence based on those propositions. The other technique is to develop a 
case description, which would be a framework for organizing the case study. Once again 
the authors realized that a mix of the both would be best to accomplish the purpose of the 
thesis. No theoretical propositions should be made, but the authors will use (and mix) sev-
eral theories to analyze a description of our case company in order to be able to implement 
a balanced scorecard.  

Before starting the whole process of interviews and writing, the authors tried to state what 
we thought of as possible conclusions by analysing what we thought we would find in our 
empirical research. 

With this as a starting point the authors started to formulate questions for our following in-
terviews. Three interviews were made with persons with different roles in the organization. 
The first person were a project leader working at the site, on what the authors define as the 
operative level. The both other interviews were made with two managers working on the 
strategic level, in the line organization above the project leader. By doing the interviews 
with people with leading positions in the line organization the authors aimed to see 
whether the three experienced the organization and strategies the same way. This also gave 
the chance to see if it was big differences between the strategic level and the operative 
level. This was also done in order to strengthen the reliability of the study. The interviews 
were held “face to face” and were recorded. 

When the empirical findings were collected, put together and compared the authors started 
to analyze it. However, during the empirical study the authors analyzed each interview in 
order to be able to ask further questions around certain things in up coming interviews. 
Therefore, instead of asking the different persons in the hierarchy the same questions we 
changed the questions for each interview. One reason for this was that we wanted to im-
plement one interviewees reasoning and answers with the other persons view on it, to in-
crease the validity of the thesis. 

When the empirical data was collected the authors sat down with all material and structured 
it and started to analyze it. In the conclusions the authors aimed at in a very short way pre-
sent the most important conclusions that could be drawn from the analysis. The authors 
also finish the thesis with a final discussion that hopefully could be a good source for fu-
ture studies. 
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3 Theoretical Framework 

The following chapter will give the reader a basic understanding of the connection be-
tween, organizational theory, strategy, management control systems and the operative 
work. The reader will also find a section discussing construction projects processes and its 
fundamental foundation.  

3.1 Organizational structures 

There are many factors other than organizational structure that have a significant bearing 
upon the performance of an organization. However, organizational structure is a particu-
larly important aspect as, if properly designed, it allows the other aspects e.g. strategic 
work, to function properly. For example, Alfred D Chandler (in Foss, 1997) argues that 
firm structure follows strategy. That is not to say that, if an organization is inappropriately 
designed, it will not perform adequately (Walker, 1996). 

All organized human activity give rise to two basic and differing requirements: the distribu-
tion of labour into various tasks to be performed, and the coordination of these tasks to 
complete the activity. The structure of an organization can therefore be defined merely as 
the sum total of the ways in which its labour is divided into distinct tasks and how its coor-
dination is achieved amongst these tasks (Mintzberg, 1983). 

To design an effective organizational structure the elements of structure, (the organizations 
niche, how large it grows, and the methods used to produce) should be selected to achieve 
an internal consistency, as well as a basic stability with the organization’s context (its size, 
its age, the kind of environment in which it functions, technical systems used and so on) 
(Mintzberg, 1983). 

Coordinating an organization engages a range of means. These can be referred to as coor-
dinating mechanisms and are equally concerned with control and communication as coor-
dination. Five coordinating mechanisms appear to explain the basic ways in which organi-
zations coordinate their work: mutual adjustment, direct supervision, standardization of work proc-
esses, standardization of work outputs, and standardization of worker outputs. 

Mutual adjustments realize the coordination of work by the simple process of informal 
communication. Meaning, the control of the work rests in the hands of the doers. 

Direct supervision attain coordination by having one person in charge for the work of oth-
ers, issuing them instructions and monitoring their actions. Work can also be coordinated 
without mutual adjustment or direct supervision, through standardization. Workers that 
constantly work in a certain way and know what is expected, proceed accordingly. Work 
processes are standardized when the contents of work are specified, or programmed. Out-
puts are standardized when the results of the work, for example, the dimensions of the 
product or the performance, are specified. Skills and knowledge are standardized when the 
kind of training required to perform the work is specified. As organizational work turns 
into more complicated activities, the preferred means of coordination seems to shift from 
mutual adjustment to direct supervision to standardization, preferably of work processes, 
otherwise of outputs, or else of skills, finally reverting back to mutual adjustment (Mintz-
berg, 1983).  
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Figure 1, Five basic parts of an organization (Mintzberg, 1983) 

 

As is illustrated in the figure above, Mintzberg (1983) illustrates and describes an organiza-
tion in five basic parts: Strategic apex, technostructure, middle line, support staff and oper-
ating core. The strategic apex mission is to ensure that the organization serve its mission in 
an effective way, and also that it serve the needs of those who control or otherwise have 
power over the organization (its owners, government agencies, and unions of the employ-
ees). This involves three sets of duties. First, direct supervision, which is already discussed. 
To the degree that the organization relies on this mechanism of coordination, it is the man-
agers of the strategic apex who affect it. They allocate resources, issue work orders, author-
ize major decisions, resolve conflicts, design and staff the organization, monitor employee 
performance, and motivate and reward employees.  

The second obligation is the management of the organizations relations with its environ-
ment such as negotiating major agreements, ceremonial activities and inform the organiza-
tions external stakeholders about the organization’s activities.  

The third set of duties relates to the development of the organization’s strategy. Strategy 
could be seen as an intervening force between the organization and its environment. For-
mulating strategy entail many aspects as will be discussed more in further chapters. How-
ever, the managers of the strategic apex should develop an understanding for its environ-
ment and try to adapt the strategy to its strengths and needs. Yet, the process of strategy is 
rather complex and is not as cut and dried as it seems. What should be said is that the stra-
tegic apex typically has the most important role in the strategy process. In general the stra-
tegic apex take the widest and most abstract, perspective of the organization. Work at this 
level is normally characterized by a minimum of repetition and standardization, consider-
able prudence, and relatively long decision making cycles. Mutual adjustment is a favoured 
mechanism for coordination among managers of the strategic apex itself (Mintzberg, 1983). 
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The strategic apex is united to the operating core by the chain of middle line managers with 
recognized authority. This chain runs from the senior managers to the first-line supervi-
sors, who have direct authority over the operators, direct supervision. Like the top man-
ager, the middle manager is required to do more than simply engage in direct supervision. 
He also has boundary conditions to manage. Each middle line manager must maintain liai-
son contacts with other managers, analysts, support staffers, and outsiders whose work is 
mutually dependent with that of his own unit. The middle line manager, like the top man-
ager, is concerned with formulating the strategy for his unit, although this strategy is, of 
course, significantly affected by the overall strategy. But managerial jobs shift in nature as 
they fall in the chain of authority. They become less abstract and comprehensive and more 
focused on the work flow itself (Mintzberg, 1983). 

In the technostructure the analysts is found who serve the organization by affecting the 
work of others. The analysts are separated from the direct operative work flow but they 
may design it, plan it, change it, or train the people to do it, but they do not do it them-
selves. Consequently, the technostructure is only effective when it can use its analytical 
techniques to make the work of others in the organization more efficient. In a fully devel-
oped organization, the technostructure might perform at all levels of the hierarchy. At the 
lowest level of the manufacturing firm, analysts standardize the operating work flow by 
scheduling production, carrying out time and method studies of the operators work, and 
instituting systems of quality control. At middle levels they tries to standardize the intellec-
tual work of the organization. At the strategic apex, they design strategic planning systems 
and develop financial systems to control the goals of major units (Mintzberg, 1983). 

If one glance at almost any large organization, a large number of units is exposed, all spe-
cialized, and exist to provide support to the organization outside its operating workflow. 
Those make up the support staff. None is a part of the operating core. Nevertheless, each 
give indirect support to these basic missions. 

The operating core of the organization encompasses those members that perform the basic 
work related directly to the production of products and services. The operators perform 
four prime functions: They secure the inputs for production, they transform the inputs into 
outputs, they distribute the outputs and they provide the direct support to the input, trans-
formation, and output functions. The operating core is the heart of an organization, the 
part that produces the essential outputs that keeps it alive. Yet, all organizations need the 
administrative components described above as well (Mintzberg, 1983). 

3.1.1 Centralized- and decentralized organization 

The terms centralization and decentralization have historically been used in many different 
ways and with different definitions. This thesis discusses the issue of centralization and de-
centralization in terms of decision making power in organizations. When all power for de-
cision making rests at a single point in the organization, eventually in the hands of one per-
son, one shall call the structure centralized; to the degree that the power is dispersed among 
many people, one shall call the structure decentralized. As could be understood, centraliza-
tion and decentralization should not be thought of as absolutes, but rather as two ends of a 
scale (Mintzberg, 1983). 

Mintzberg (1983) separates the two terms in vertical and horizontal centralization and de-
centralization. Vertical decentralization is concerned with the delegation of decision making 
power down the chain of authority, from the strategic apex into the middle line. Horizontal 
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decentralization includes the transfer of power from managers to non-managers, more ex-
actly from line managers to staff managers, analysts, support specialists, and operators. 

 

Figure 2, Different degree of vertical and horizontal decentralization (Mintzberg, 1983) 

 

In figure 2 five distinct types of vertical and horizontal decentralization are shown.  

Type A: Vertical and horizontal centralization denote that decisional power is concentrated 
to the manager in the top of the hierarchy – the chief executive officer (CEO). The CEO 
maintains both formal and informal power, making all the important decisions himself and 
coordinating their execution by direct supervision. 

Type B: Limited horizontal decentralization should be found in bureaucratic organization 
with unqualified tasks that relies on standardization of work processes for coordination. 
The structure is centralized in the vertical dimension; formal power is concentrated in the 
upper levels of the line hierarchy. 

Type C: Limited vertical decentralization is characteristically the organization that is divided 
into market units, or divisions, whose managers are delegated a good deal of formal power 
to make the decisions relating to their markets. 

Type D: Selective vertical and horizontal decentralization combines the two dimensions. In 
the vertical dimension, power for different types of decisions are delegated to work con-
stellations at a variety of levels of the hierarchy. In the horizontal dimension, these constel-
lations make selective use of the staff experts, according to how technical the decisions are 
that they must make. The coordination between the constellations is effected largely 
through mutual adjustment. 
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Type E: Vertical and horizontal decentralization involves that the decision power is con-
centrated largely in the operating core, because its members are professionals, whose work 
is coordinated mainly by the standardization of skills (Mintzberg, 1983). 

3.1.2 Construction projects 

The nature of projects entails many different disciplines to do the work. To complete a 
building project you will need carpenters, plumbers, electricians, architectures and land-
scaping people, roofers, painters and so on. The project manager does not always under-
stand all of these disciplines and these different disciplines do not speak the same language. 
Projects also experience different phases (Nordstrand, 2002; Walker, 1996).  

Clients also vary in many ways. Of particular importance is the variety of specific objectives 
that clients seek to satisfy. Differences in this respect are particularly marked between pri-
vate and public sector clients (Söderberg, 1998). The diversity of objectives is compounded 
by the range of uncertainty relating to clients’ objectives. The construction industry and its 
professions have to be capable of translating such variability in a way which allows them to 
produce projects that gratify their clients. They also have to understand how organizations 
work in order to organize themselves and also are aware of how their clients’ organizations 
work, so that they may be in the most advantageous position to interpret and implement 
their clients’ objectives. When setting up temporary management structures for construc-
tion projects, the industry has a range of organizational approaches available, but has in the 
past tended to implement a conventional solution. What is required is a framework for de-
signing the most suitable structure (Walker, 1996). 

According to Lewis (2001) project management considers not only scheduling but also 
tools, people and systems. The latter is a pervasive problem in project management. There 
are two aspects of all work – the “what” and the “how”. The “what” is named the task to be 
performed. “The how” refers to process, and applies to how the team function in general. 
Meaning, how they communicate, interact, solve problems, deal with conflict, make deci-
sions, make work assignments, run meetings and other aspects of team performance. Con-
sequently, the process will also affect the task performance. The process is build up around 
people and therefore the organization and the project are people. The tools those people 
are using – such as computers, daily planners, scheduling software and so on, will not me-
chanically turn the project into a victorious project. A successful project also calls for a 
project manager that has been trained in the “how” (Lewis 2001). The project organization 
also has to match with the overall organization to be as efficient as possible.  

In common project management literature there are three major factors that is said to con-
strain the project, namely: performance, time, and cost (Wenell, 2001). Lewis (2001) argues that 
the magnitude or size of the project also is related to those three factors and this, except 
incorrect project requirement definitions, doubtless cause more missed project deadlines 
and cost overruns than anything else. The importance of defining the requirements for a 
project is a major part of project definition, and doing so incorrectly is the most common 
cause of project failures (Lewis, 2001).  

The belief for this reasoning is that you can only allocate values to three of the four con-
straints; performance, cost, time and scope. The fourth will be anything the relationship 
dictates it will be (Lewis, 2001). 

The entire motive for managing a project is to make sure that the results desired by the or-
ganization are realized. This is normally called to be in control. In order to know if you are 
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where you are suppose to be, the manager needs to know the target and where to be in or-
der to take corrective action in case of a deviation from the target (Wenell, 2001). This can 
only be done if planning and information are functioning correctly. By definition it is im-
possible to have control without having a plan since the plan tells you where you should be 
and it communicates this through the information system. It is also important to have an 
information system that includes historical information as well. This provides information 
that could permit estimation of project time, cost and resource requirements. This means 
that a database could preferably be set up to record task durations. The problem is that 
when you try to apply it to engineering, software or scientific research, where you seldom 
do the same task twice or in exactly the same way, this turns out to be of less value, but still 
valuable (Lewis, 2001; Wenell, 2001)). 

3.2 Strategy 

In the complex world of organizations it must be stated that there is no “best way” to gen-
erate strategy and strategic management, and nor is there any “one best form” of an or-
ganization (Mintzberg, Ghoshal and Quinn, 1998). The context in which the strategy is set 
is therefore of great interest.  

Strategy context and content has been discussed and considered of by mankind, since or-
ganizations exist to fulfil a purpose and to create value (Schilling, 2005, De Witt & Meyer, 
2005). Strategies are then employed to guarantee that the organizational purpose is realized 
(De Witt & Meyer, 2005). In the generic literature a split is made between the strategy 
analysis stage, the strategy formulation stage, and the strategy implementation stage 
(Thompson & Strickland, 2001; Mintzberg, Ghoshal and Quinn, 1998; De Witt & Meyer, 
2005). In the analysis stage, strategists recognize the opportunities and threats in the envi-
ronment, as well as the strengths and weaknesses of the organization. Next, in the formula-
tion stage, strategists decide which strategic options that are obtainable to them, evaluate 
each and select one. Lastly, in the implementation stage, the selected strategic option is 
translated into a number of actual activities, which are then carried out (De Witt & Meyer, 
2005). Those different stages will be discussed and explained further in the sections below. 
However, as the thesis focus on implementing strategies the analysis and formulating sec-
tion will not be as vast as the implementing section. 

3.3 Strategy analysis 

The first step in formulating a company’s strategy is to evaluate its current position and de-
scribe its strategic direction for the future. A coherent strategy both leverages and develops 
the firms existing competitive position, and it provides direction for the future develop-
ment of the firm. Formulating a strategy first entails an accurate evaluation of where the 
firm currently is. It then requires an ambitious strategic plan, one that creates a gap be-
tween a company’s existing resources and capabilities and those necessary to achieve its in-
tent. A company’s strategic intent is a long-term goal that is ambitious, builds upon and ex-
tends the firm’s existing core competencies, and originates from all levels of the organiza-
tion (Schilling, 2005). 

To assess the firm’s current position in the market place, it is useful to begin with some 
standard tools of strategic analysis for analyzing the external and internal environment of 
the firm. There are several different tools discussed in the literature and two of them are 
briefly explained in the following sections. 
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3.3.1 Stakeholder analysis 

Stakeholder models are often used for both strategic and normative purposes and are nor-
mally classified to be an external analysis tool. A strategic stakeholder analysis stresses the 
stakeholder management matters that are likely to impact on the firm’s financial perform-
ance. A normative stakeholder analysis emphasizes the stakeholder management issues the 
firm should concentrate on, because of their ethical or moral implications. Characteristi-
cally, the first step in a stakeholder analysis is to recognize all the actors surrounding the 
firm that will be affected by the behaviour of the firm. The second thing is to identify what 
interests the diverse parties (stakeholders) has in the firm. This could be to identify what 
resources they contribute to the organization, what claims they are likely to make on the 
organization, and which claim that will be the most important from the firm’s perspective. 
Stakeholders could be customers, employees, stockholders, lenders, rivals, suppliers, gov-
ernment, local community and so on (Schilling, 2005). 

3.3.2 Porter’s value chain 

The analysis of the internal environment, in contradiction to the external analysis, normally 
starts with identifying the firm’s strengths and weaknesses. In Michael Porter’s model of 
value chain (1985), the firm’s activities are divided into primary activities and support ac-
tivities. Primary activities include inbound logistics, operations, outbound logistics, market-
ing and sales, and services. Support activities include procurement, human resource man-
agement, technology development, and infrastructure (De Witt & Meyer, 2005). For a bet-
ter fit, this model should than be adapted to the specific firm’s need. The meaning with the 
model is to evaluate what activities that contributes to the overall value of the firm, and 
then identify the activity’s strengths and weaknesses. Once the key strengths and weak-
nesses are recognized, the firm can evaluate which strengths that have the potential to be 
the source of sustainable competitive advantage. This helps the firm to add knowledge 
about what activities and resources that should be further leveraged in its articulation of its 
strategic intent for the future (Schilling, 2005). 

 

 

Figure 3, Porter’s (1985) value chain 
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3.4 Formulation of strategy 

The process by which a deliberate strategy is created is called strategy formulation. How-
ever, intentions sometimes end up not being put into practice, plans can be changed or 
cancelled along the way. This means that the formulation of strategy process is an ongoing 
and continuously updating process. This lays in the management control system that is, or 
should be the way in which the managers follow up and analyze the strategy (De Witt & 
Meyer, 2005).  

Anthony & Govindarajan (2001) states that the primary role of management control is to 
help execute strategies. As mentioned earlier, the strategy define the critical success factors 
and indirect the design and operation of the control system, which in the end results in the 
thriving implementation of the strategy. In rapid changing environments where the devel-
opment of new strategies is the right thing to do, management control information could 
be the key. Anthony & Govindarajan (2001) calls this interactive control with its major objec-
tives to facilitate the creation of a learning organization, which is crucial to corporate survival. 
Here the learning organization refers to the employees’ capability to learn to cope with en-
vironmental change in an ongoing basis. It means, to be able to adjust to the up-and-
coming environment, there is a constant search for substitute ways of solving problems by 
scanning the environment, exchange information and so on. The interaction control is not 
a separate system but an integral of the management control system. Important to mention 
is also that the interactive control information usually, but not extensively, tends to be non-
financial (Anthony & Govindarajan, 2001). 

While critical success factors are important when implementing strategy, strategic uncertainties 
are important when developing new ones. Interpreting Anthony & Govindarajan (2001) 
definition, these uncertainties are the same as environmental change, e.g. changes in cus-
tomer preferences, technologies, competitors etc. The interactive control alert management 
to strategic uncertainties, which can be either troubles or opportunities. In the end it clearly 
makes sense that these become the basis for managers to adapt to a rapidly changing envi-
ronment by thinking about new strategies, and than implement them (Anthony & Govin-
darajan, 2001).  

3.5 Implementing strategy   

Implementing strategy in a project based organization is heavily influenced by how the 
management handles different risks and how this is mirrored in the project selection proc-
ess. 

3.5.1 Managing project risk 

When evaluating the project one of the single most important things to ensure a successful 
project is to deal with risks. A risk in this sense is anything that can happen that could gen-
erate an unfavourable effect to your schedule, costs, quality, or scope. If those risks are not 
managed they will direct the project. The risk management process could be divided in 
three major steps; identifying risks and threats, quantify them and develop contingency 
plans to deal with risks that cannot be ignored (Lewis, 2001).  

As a project manager it is central to identify risks that may impact the strategy and the im-
plementation plan. To do this it is vital to go through each task and ask some appropriate 
“what if” questions. At the same time it is important not to be too comprehensive in such 
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activities and create a balance in the risk management identification process, so that you do 
not become unproductive. But, one should be cautious not to reject a risk simply because 
you consider it extremely implausible to occur. Those, low-probability events, often have a 
very severe impact on the project if they do occur, and these should never be mistreated 
(Lewis, 2001). 

Risk quantification is the procedure in which the risks recognized are analyzed. This proc-
ess should lead to a way of prioritize the risks. There are three factors that contribute to 
this priority of risks. First, it is the likelihood that the risk occurs. Second, it is the cruelty of 
the effect to the project if it should take place. Third, there is a question whether the risk 
could be detected or not prior to it hits the project. The final priority of the risks are given 
a number from 1 to 10 on each category and are than given each risk a certain total score, 
which gives the priority of each risk threatening the project. However, it is not that simple 
that a risk quantified with the same total score should be set with a privileged priority. This 
because they could be qualitatively dissimilar. As a general rule for project a risk with a high 
severity score should be prioritized higher and therefore be considered in detailed even if 
the total score is low(Lewis, 2001). 

The entire idea of identifying and quantifying risks are to manage them. In a project based 
organization an important process of handling risk is to have a properly designed project 
selection process to obtain the ultimate project portfolio.  

3.5.2 Project portfolio theory 

Archer & Ghasemzadeh (1999) argues about the matter of course in a clear and determined 
strategy, before considering how to set up a project portfolio. It concerns a broader con-
text including the organization’s goals, vision, resource allocation, financial and nonfinan-
cial benefits and the portfolio’s level of risk. It means that it is important to know the pro-
jects’ contribution to the overall strategy of the organization as well as the portfolio.  

According to Archer & Ghasemzadeh (1999), there have been lots of published material 
concerning project evaluation and selection discussing well over 100 different techniques. 
The discussed process of portfolio selection uses project evaluation and selection tech-
niques in a progression of three phases: strategic consideration, individual project evaluation, and 
portfolio selection.  

The first phase refers to (techniques’) assistance in determining strategic focus and overall 
budget allocation for the portfolio. Individual project evaluation is the process of evaluat-
ing different projects independently of other projects. The third phase deals with the selec-
tion of portfolios based on candidate project parameters, including their interactions with 
other projects through resource constraints or other interdependencies.  

There are also problematic areas within project selection process. Archer & Ghasemzadeh 
(1999) states the most problematic one being multiple goals, often conflicting, where some 
might be quantitative and some might be qualitative. There could also exist an uncertainty 
about the objectives of the portfolio, limitations of resources, and the interaction of the 
projects in the portfolio. Finally the balance in the portfolio and the fact that there are 
thousands of ways to construct a portfolio could be a problem.  

Archer et al (1999) states eleven propositions regarding project portfolio selection, which, 
for example, concern a flexible framework allowing the decision maker to use what ever 
tools preferred. The measures should then be of a general kind, thus allowing a 
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fair/unbiased comparison of projects during the portfolio selection process. It is also im-
portant to simplify the process by organize it into a number of stages (allowing decision 
makers to move logically towards an integrated consideration of projects most likely to be 
selected, based on sound theoretical models.). The relevance of having all kind of informa-
tion accessible, if necessary, is also pointed out by Archer and Ghasemzadeh (1999). 

When new projects are under consideration, present projects which have reached major 
milestones have to be re-evaluated and taken into account. Doing so enables the company 
to generate a combined portfolio within available resource constraints at regular intervals. 
This is important due to, e.g. project completion or abandonment, changes in strategic fo-
cus, changes in the environment, and revisions to available resources. Portfolio selection 
should also take into account the time-dependent nature of project resource consumption.  

Archer et al (1999) also stresses the importance of screening and mean that it should be 
based on carefully specified criteria, to eliminate projects from consideration before the 
portfolio selection process is undertaken. Interactions between projects has to be consid-
ered as well as interactive mechanisms for controlling and overriding portfolio selections.  

According to Archer et al (1999) there has been little progress towards achieving an inte-
grated framework that decomposes the process into a flexible and logical series of activities 
that involve full participation by the selection committee. Anyhow, there has been attempts 
in building integrated selection support, but these have been limited and specific to the 
methods used. It means that they do not provide flexible choices of techniques and interac-
tive system support for users. 

Based on the propositions summarized above, an integrated framework for project portfo-
lio selection suited to decision support system (DSS) application is illustrated in figure 4. 

By analyzing the process from the end to the beginning, Archer et al (1999) show how in-
formation needed for models/techniques used at each stage is made available from previ-
ous stage. This is made possible since the desired end result is known; an optimal or near-
optimal portfolio that satisfies the constraints placed on it by the selection committee. 

 

Figure 4, Framework for project portfolio selection (Archer, 1999) 
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3.6 The Balanced Scorecard 

Kaplan (1996) developed the ABC-concept (Activity-based-costing) which became very 
popular. The ABC identified the cost drivers but did not give the complete picture of a 
company. The Balanced Scorecard (BSC) translates the mission and the strategy into objec-
tives and measures. That means how to work with the implementation of the strategy. Ac-
cording to Kaplan (1996) the seriousity, the engagement and the effort put into the devel-
opment of the Balanced Scorecard decides whether the BSC will be valuable and successful 
for the company or not.  

To further stress the importance, the Balanced Scorecard is about management, not about 
measuring the business. According to Kaplan (1996) the most common mistake is to see 
the BSC only as a tool to improve the way of measuring results. Manager has to realize that 
the BSC is a great help in leading the company to future success. The BSC should be used 
as a base when developing a new management system. It is a perfect tool to use when the 
company tries to reach a higher level, when the company needs to get feedback on the 
strategy they want to implement (Kaplan, 1996).  

The objectives and the measurements are organized into four perspectives: the financial per-
spective, the customer perspective, the internal process perspective and the learning and growth perspective. 

 

Figure 5, The Balanced Scorecard (Kaplan, 1996) 
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3.6.1 The four perspectives 

Financial perspective 

Anthony and Govindarajan (2001) talk about financial performance as an important, but 
only one of the aspects concerning an organization’s performance. It is the result of past 
decisions and relying only on this measure is not enough for several reasons. First of all, it 
may encourage managers to take short-term action, not in line with the long-term interests. 
From the opposite perspective it could also lead to decreased initiatives in investing in 
high-risk projects that may produce high returns. The manager tend to make safer invest-
ments in order to obtain short-term objectives (Anthony & Govindarajan, 2001).  

Anyway, financial measurements have been used in hundreds of years and are a great tool 
when summarizing the measurable economic decisions already handled. It means that fi-
nancial measurements indicate whether the company’s strategy, implementation, and execu-
tion are contributing to bottom-line improvement. In the end, one could say that the per-
formance of the remaining perspectives will be indicated by the financial measures, and this 
will be explained further later in this chapter (cause and effect relationship).  

Customer perspective 

This perspective identifies the customer and market segments in which the business unit 
will compete. The managers will also have to find the measures of the business unit’s per-
formance in the selected targets. The customer perspective usually includes several meas-
ures concerning the probability of having a well-formulated and implemented strategy. 
These core outcome measures include customer satisfaction, customer retention, new cus-
tomer acquisition, customer profitability and market and account share in targeted seg-
ments. According to Kaplan (1996) it is also important to have more concrete measure-
ments concerning the products and services offered in the chosen segments.  

The customer perspective makes it possible for the business unit managers to formulate 
the most favourable market and customer related strategy concerning growth and profit-
ability. It is the segments specific factors that decides/settles the success of the company. 
For example the customers might prefer innovative products, or maybe short lead times 
and punctual deliveries (Kaplan, 1996).  

Internal business process perspective 

In this perspective executives identify the critical internal processes in which the organiza-
tion must be outstanding. The measurement concerns the internal processes that have the 
most influence on the customer satisfaction and on the possibilities in reaching the finan-
cial goals. The set of processes for creating value for customers are unique. A way to work 
this out is with help from a generic value chain model that provides a template that com-
panies can customize for their own objectives and measures in their internal business proc-
ess perspective. The model encompasses three principal business processes: innovation, op-
erations and post sales service (Kaplan, 1996). 

In the internal process perspective there are two main differences compared to traditional 
models. First, the traditional models monitor and improve their present products to meet 
customer demand. According to Kaplan (1996) this operations process represents the “short” 
wave of value creation in organizations.  In addition, the “long” wave of value creation is 
represented by the innovations process, in which companies first identify and nurture new 
markets, new customers and the emerging and latent needs of existing customers. Anyway, 
the operations process with its operational excellence and cost reduction still remain im-
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portant. We can see that this might not be the only component and probably not the most 
decisive for achieving financial and customer objectives (Kaplan, 1996).   

Learning and growth perspective 

Organizational learning and growth come from three principal sources: people, systems 
and organizational procedures. At the same time there are often large gaps between these 
sources when looking into the financial-, customer- and internal business process objec-
tives. It is then up to the company to fill these gaps by invest in developing the skills of 
employees, enhancing information technology and systems, and aligning organizational 
procedures and routines. The learning and growth perspective identifies the infrastructure 
that the organization must build to create long-term growth and improvement. In the same 
way as the customer perspective this perspective consists of generic outcome measures 
such as employee satisfaction, employee training and employee skills, as well as detailed business-
specific indexes of specific skills required for the new competitive environment. Informa-
tion system can be measured by looking at the decision-making managers’ access to real-
time and relevant information concerning customers and internal processes (Kaplan, 1996). 

3.6.2 Linking measures to strategy 

Going from the belief in measurement as a tool to control behaviour and to evaluate past 
performance, the Balance Scorecard shows us another case. The BSC should be used to ar-
ticulate and communicate the strategy of the business, and to help align individual, organ-
izational, and cross-departmental initiatives to achieve a common goal. The BSC should 
not be used as a controlling system, but as a communication, informing and learning sys-
tem (Kaplan, 1998).  

Anthony and Govindarajan (2001) stresses the importance of the nonfinancial perform-
ance, which is considered to be the leading indicators of future performance. Nonfinancial, 
which in combination with the financial one, can be developed as a performance measure-
ment system. The objectives of the system is to help implement strategy, and the chosen 
measures are the ones best representing the company’s strategy, called the key success factors or 
key performance indicators. It means that, if these current and future success factors are im-
proved the implementation of the strategy is done. Figure 6 gives a framework for design-
ing a performance measurement system.  

“strategy defines the critical success factors; if those factors are measured and rewarded, people are motivated 
to achieve them” (Anthony & Govindarajan, 2001, p441). 

 

Figure 6, Framework for designing a performance measurement system 
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The BSC includes measures of desired outcomes as well as processes that will drive the de-
sired outcomes for the future. Kaplan (1996) explains that his experience is that, the best 
BSC is more than a collection of critical indicators or key success factors. It should consist 
of linked series of objectives and measures that are both consistent and support each other. 
Instead of looking at the BSC as a dashboard, Kaplan (1996) refers to a flight simulator; 
where the BSC should incorporate the complex set of cause-and-effect relationships among 
the critical variables, e.g. lead time, lags and feedback loops, which describe the course of 
the strategy. The BSC should include both cause-and-effect relationships, and mixtures of 
outcome measures and performance drivers to enable a strong and clear connection to the 
strategy (Kaplan, 1996).  

Cause-and-effect relationships 

Measures like, outcome and driver, financial and nonfinancial, and internal and external 
measures, has implicit interactions, and changes in one often reflect changes in another, e.g. 
improved on-time delivery increases customer satisfaction (Anthony & Govindarajan 
2001). 

Every single measure in a BSC should be a link in a chain of cause-and-effect that commu-
nicates the intentions of the business unit’s strategy to the organization. The measures 
should also make it possible to control and confirm the relations between the objectives. 
An example could be an enhancement of the employees’ knowledge about the products the 
company is offering. This enhancement makes the employee enlightened, thus a more effi-
cient seller, which lead to an increased average profit margin on the sold products (see ex-
ample, figure 7). 

These kinds of hypothesis should be identified and made explicit. A lack of clear cause-
and-effect relationships complicates the strategic learning or could even make it impossible 
to carry out. The cause-and-effect relationship is also important in that it contributes to the 
organised learning on management level in a company (Kaplan, 1998). 

 

 

Figure 7, Chain of cause and effect 

 

Outcome measures and performance drivers 
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All Balanced Scorecards use certain generic measures. These measures do not reflect a spe-
cific company’s strategy, but are common for many strategies regardless of the industry. 
These generic outcome measures tend to be lag indicators, such as profitability, market 
share, customer satisfaction, and employee skills. The performance drivers, lead indicators, 
are mostly unique for a specific business unit. Meaning, the drivers reflect the uniqueness 
of the business unit’s strategy. An example could be the financial driver of profitability or 
the market segments in which the unit chooses to compete (Kaplan, 1996).  

The outcome measures express the outermost goals in the strategy and illustrate if the 
short-term actions has led to a desirable result. The performance drivers, on the other 
hand, tell the co-workers what to do today in order to create value in the future. Outcomes 
without drivers do not say anything about how the results are supposed to be achieved. In-
versely, drivers without outcomes do not illustrate if the enhancement leads to increased 
sales and thereby a higher profit (Kaplan, 1996).  

Kaplan (1996), stresses the importance of not paying to much attention to one specific 
measure. This will lead to suboptimization, which means that managers could use inappro-
priate methods to achieve certain objectives and measures. To avoid this phenomenon 
complementing measures could be used. Kaplan (1998) argues further that instead of using 
additional non-strategic measures, as complements, companies can use diagnostic measures 
to balance the strategic measures on the scorecard. For instance, using inventory turns ra-
tio, and the difference between customer requested delivery dates and quoted ones enable 
managers to detect when improved on-time delivery performance has been achieved by 
undesirable action (Kaplan 1996). 

A proper BSC should have an appropriate mix of outcomes and performance drivers that have been cus-
tomized to the business strategy (Kaplan, 1996, p150).  

To be considered during the implementation of a management system is the many pitfalls 
which might be encountered. There could be poor correlation between driver and outcome 
measures, or fixation on financial results, no mechanism for making improvements, and 
also failure to update the measures or even to many measures (Anthony & Govindarajan 
2001). 

Linkage to financial measures 

An important thing to have in mind when constructing a BSC is to make sure that every 
single measure has an obvious linkage to financial measures. When a company fails with 
the linkage it eventually become disillusioned about the lack of tangible payoffs from their 
change programs. This because the improvement programs, incorrectly have been taken as 
the ultimate objective. If the linkage is understandable everyone will be satisfied with the 
programs giving them increased profits (Kaplan, 1996).  

/…/The best Balanced Scorecard will tell the story of the strategy so well that the strategy can be inferred 
by the collection of objectives and measures and the linkages among them (Kaplan 1996, p166).  

Like mentioned earlier, the chain of cause and effect should pervade all four perspectives 
(see example, figure 7). This tells us that BSC is not only a lump of important measure-
ments. A perfectly matched BSC consists of stable and mutual reinforced connected goals 
and measurements, and should tell the story of the business unit’s strategy (Kaplan, 1998).  
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3.6.3 Managing Business Strategy 

Despite the benefits, there are also limitations of the implementation and its process. Ac-
cording to Anthony et al (2001) there is a risk that the planning end up in a “form-filling”, 
bureaucratic exercise, and therefore isolated from strategic thinking. To avoid this, ques-
tions like, “are we getting fresh ideas as a result of the strategic planning process?”, should constantly 
be considered. Furthermore, there is usually no need for a strategic planning process in 
small, stable organizations, and the same goes for those that cannot make reliable estimates 
about the future as well as for the adversaries of this approach (Anthony & Govindarajan, 
2001). 

Once an initial BSC is developed it is time to embed the scorecard in the ongoing manage-
ment systems. In this thesis the authors focus on the problems when implementing strategy, 
which is a known problem to a lot of managers who often find huge gaps (between formu-
lation/development and implementation of the strategy) that needs to be bridged. Kaplan 
(1996) have identified four specific hinders to an effective strategy implementation.  

First of all, management systems is used to (1) establish and communicate strategy and di-
rections, (2) define departmental, team, and individual goals and directions, (3) allocate re-
sources, and (4) provide feedback. This is also where Kaplan (1996) found the four major 
hinders (figure 8).  

 

Figure 8, The Balance Scorecard as a frame for strategic action (Kaplan, 1996) 

 

Kaplan (1996) found the four hinders in companies implementing the BSC, and they were 
later confirmed in a survey of management practices related to performance measurement 
and performance management systems.  

Hinder 1 - Vision and Strategy not actionable 

The first hinder, ”Vision and strategy not actionable”, is the outcome of an inappropriate trans-
lation of the strategy and vision, where these cannot be understood and acted upon.  

Kaplan (1996) claims that in their research they found that the development of a BSC clari-
fies the strategic goals and identifies the objectives leading to strategic success.  
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Hinder 2 - Strategy not linked to departmental, team and individual goals 

This hinder arises when the long-term requirements of the business unit’s strategy is not 
translated into goals for departments, teams, and individuals. Kaplan (1996) means that this 
leads to a departmental focus on the meeting of the financial budget established by the tra-
ditional management control process.  

Hinder 3 - Strategy not linked to Resource allocation 

Hinder number three is the failure to link action programs and resource allocation to long-
term strategic priorities. This is often due to companies’ choice in having separate proc-
esses for long-term strategic planning and for short-term budgeting. Thus, the conse-
quences is that discretionary funding and capital allocations often are unrelated to strategic 
priorities. Furthermore, Kaplan (1996) explains that it is common that the budget operation 
is put in relation to monthly, quarterly and annually reviews and the deviations are ex-
plained. While this is the case there is no focus whether progress is being made on strategic 
objectives. According to Kaplan (1996) the responsibility is upon the vice presidents of 
strategic planning and finance to see how their efforts need to be integrated.  

Kaplan (1996) presents a comprehensive process, built around the BSC aiming for integra-
tion between planning, resource allocation and the budgeting processes. In particular the 
authors describe the critical elements of a program that translates strategy into action: 

• Establish long-term, quantifiable, and stretch targets for scorecard measures that 
managers and employees believe are achievable 

• Identify the initiatives (investments and action programs) and resources for these 
initiatives that will enable the long-term targets for strategic measures on the score-
card to be achieved 

• Coordinate the plans and initiatives across related organizational units 

• Establish short-term milestones that link the long-term scorecard targets to short-
term budgeted measures 

Hinder 4 - Feedback that is tactical, not strategic 

There is often a lack of feedback on how the strategy is being implemented and whether it 
is working or not. As mentioned in the previous hinder (H3); the process of comparing ac-
tual results to monthly and quarterly budgets. This is too often the case concerning feed-
back, meaning feedback only about short-term, operational performance where the major-
ity is on financial measures. The amount of time spend on positive or negative signals con-
cerning the implementation of the strategy is small or non-existent. Thus, lack of feedback 
on the strategy does not lead to possibilities to test and learn about the strategy (Kaplan, 
1996). 

Kaplan (1996) stresses the major advantage, with the BSC as a management system, which 
arises when organizations conduct regular strategic reviews, not just operative ones. A stra-
tegic feedback and learning process based on the BSC has three crucial ingredients: 

• A shared strategic framework that communicate the strategy and allows participants 
to see their individual activities contribute to achieving the overall strategy 
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• A feedback process that collects performance data about the strategy and allows the 
hypotheses about interrelationships among strategic objectives and initiatives to be 
tested 

• A team problem-solving process that analyzes and learns from the performance 
data and adapts the strategy to emerging conditions and issues (Kaplan, 1996). 

3.6.4 Balance Scorecard as a management system 

The Balanced Scorecard is about management, not about measuring the business. This is 
important, according to Kaplan (1996) the most common mistake is to see the BSC only as 
a tool to improve the way of measuring results. Manager has to realize that the BSC is a 
great help in leading the company to future success. The BSC should be used as a base 
when developing a new management system. It is a perfect tool to use when the company 
tries to reach a higher level, when the company needs to get feedback on the strategy they 
wants to implement.  

 

 

 

 

 

 

 

 

 

 

 

  

Figure 9, A different management system for strategic implementation (Kaplan, 1996) 

 

3.6.4.1 Achieving strategic alignment 

To make all employees contribute in the implementation and developing process of the 
strategy it is important that the strategy is explained. Furthermore, there has to exist an ac-
tive encouragement of ”coming up” with ideas and suggestions which facilitate the imple-
mentation. This also convey a responsibility and an involvement among the employees 
(Kaplan & Norton, 1996). 

Anthony & Govindarajan (2001) call the actual implementation strategic planning and in 
large organizations it takes place both at headquarters and in the business units. Neverthe-
less, staff members in headquarters should only have a role as a catalyst, which means fa-
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cilitate the process and ensure a proper outcome, but not intervene too strongly (Anthony 
& Govindarajan 2001). 

Kaplan (1996) argues that building up a commitment and engagement in the executive 
team is a preferable start for the implementation of the BSC and its successfulness. Then, 
to gain maximum benefit, it is up to the executive team to share its vision and strategy with 
the whole organization including key outside constituents. By communicating the strategy 
and by linking it to personal goals, the scorecard creates a shared understanding and com-
mitment among all organizational participants, because, again, they all see how their en-
gagement will contribute to the organization as a whole.  

Anthony and Govindarajan (2001) argues that strategic planning is a mechanism for forcing 
management to think long term. Another benefit is that the process can give the organization a 
means of aligning managers with the long-term strategies of the company. All communication concern-
ing the process clarifies and reveal the implications of corporate strategies for individual 
managers (Anthony & Govindarajan, 2001). 

The process of aligning everyone with the common vision and the course of it is a compli-
cated and time consuming process. Anyhow, Kaplan (1996) states that there are organiza-
tions with thousands of employees that have succeeded, but it takes more then just a single 
program or event to make it. To translate the strategy and the BSC into local objectives and 
measures, that will influence personal and team priorities, these organizations use several 
interrelated mechanisms. Most common are the following:  

• Communication and education programs  

It is important that everyone have the knowledge about the strategy itself and the be-
haviour to achieve the objectives. The base for organizational alignment is a consistent 
and continuing education program of the strategic components as well as a functioning 
feedback system of the program.  

• Goal-setting programs  

A translation of the higher-level strategic objectives into personal and team objectives 
is important. Also, the traditional management-by-objective (MBO) programs used by 
many organizations should be linked to the BSC’s objectives and measures.  

• Reward system linkage  

Alignment of the organization toward the strategy must be motivated through the in-
centive and reward systems. This linkage should be approached carefully, and only after 
the education and communication programs are in place (Kaplan, 1996). 

3.6.4.2 Targets, resources allocation, initiatives, and budgets 

Anthony and Govindarajan (2001) have identified four main benefits of the strategic im-
plementation process. The first important benefit is that it facilitates the formulation of an 
effective operating budget, by acting as a framework. Strategic implementation also works 
as a management development tool because it provides managers with a process for thinking 
about strategies and their implementation (Anthony & Govindarajan, 2001, p301). 

It is not only the human resources that need to be aligned with the strategy, like argued in 
the previous section. The organization also needs to align its financial and physical re-
sources to the strategy. Kaplan and Norton (1996) have found four steps which are needed 
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to use the scorecard in an integrated long-range strategic planning and operational budget-
ing process. 

• Stretch targets are established and accepted 

Ambiguous targets for measures that all employees can accept and buy into should be 
set. Here the cause-and-effect relationships help identify the critical drivers that will 
lead to breakthrough performance, especially when it comes to important financial and 
customer outcome measures. 

• Strategic initiatives are clearly identified 

There is often gaps between the stretched targets and the actual results made by the 
measure. This will give the managers a hint where to raise the initiatives and the capital 
investments. The managers will also be able to eliminate or lower initiatives that do not 
have an impact on scorecard objectives.   

• Investments are determined by the strategy 

The executive team should also identify those initiatives that give synergy opportunities 
with other business units or the organization as a whole. 

• Annual budgets are linked to long-range 

Enable linkages to annual resource allocations and budgets. The long-term strategy (of-
ten 3-5 years) should be linked to the short-term results in the budgets, milestones 
goals. These milestones makes it possible to follow the business unit on their strategic 
journey (Kaplan, 1996).  

According to Anthony and Govindarajan (2001) the budgeting is preceded by the strategic 
planning, which provides a framework within which the annual budget is developed. Like 
strategic planning, the budget preparation involves planning as well, but focuses on a single 
year, the short term aspect. Furthermore, Anthony et. al. (2001) explains the importance of 
the “bottom up” budget process, and says that it is because of the lack of commitment that 
the “top down” process rarely works. However, unless carefully controlled, the “bottom 
up” process may end up with amounts that are too easy or that may not match the com-
pany’s overall objectives, this is what Kaplan calls suboptimization. If the budgeter has 
both influence over the settings and is involved in the process it could, according to An-
thony et al (2001), increase managerial motivation in two ways. There will be a greater ac-
ceptance of budget goals, which lead to higher personal commitment to achieve them. It 
also results in effective information exchanges, due to the expertise and personal knowl-
edge of the budgeters who are closest to the market environment  (Anthony & Govindara-
jan, 2001). 

In sum this process identifies the long-term results that the organization wants to achieve. 
Not only the measures that they wish to improve, but also theses measures’ explicit and 
ambitious targets. Then mechanisms for achieving the outlined targets are identified, and 
the unified planning and budgeting process concludes by establishing short-term mile-
stones for the scorecard’s financial and non-financial measures (Kaplan, 1996). 

3.6.4.3 Feedback and the strategic learning process 

An effective/efficient strategic learning process has three crucial ingredients. 
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• A shared strategic framework that communicates the strategy and allow each par-
ticipant to see how his or her contribute to achievement of the overall strategy 

• A feedback process that collect performance data about the strategy and allows the 
hypotheses about interrelationships among strategic objectives and initiatives to be 
tested. 

• A team problem-solving process that analyzes and learns from the performance 
data and then adapts the strategy to emerging conditions and issues. 
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4 Empirical findings 

The empirical findings on the operative level were conducted through an interview with the 
project manager, Mats Larsson. The empirical findings of the strategic level were con-
ducted through interviews with Marcus Kruus, Martin Suurkuusk and Magnus Nilsson. 
The empirical findings will present how the organisation looks like and how the organisa-
tion work from the selection process of different projects until one project is under con-
struction and followed-up by the strategic level. 

4.1 The organizational structure and role descriptions 

The project organization mainly differs depending on the size of the project. The most 
common organizational structure is the one shown in the figure below and the empirical 
findings from the operative level will originate from this figure. Meaning that the empirical 
findings will start with an explanation of the different roles in the organizational schemes 
and have that as a starting point for the continuing presentation of the empirical findings.  

Fel! 

 

Figure 10, A typical organizational structure for a construction project 

  

The head of business 

The role of the head of business (HB) concerns mostly the responsibility it convey. Re-
sponsibility of the house building section, which includes houses, commercial buildings, 
department stores, in the region of Jönköping. The HB is not involved in the actual pro-
duction in a project but instead he has got the business like responsibility. This responsibil-
ity also applies to the tender procedure in which the contract manager is involved. The HB 
has not got anything to do with the formulation of the strategy process, meaning the ongo-
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ing and continuously updating process concerning all strategic questions. Suurkuusk ex-
plains that this is one roll NCC is missing in the region level of the organization.  

The contract manager 

The role of the contract manager (CM) is for example to make tenders. He is not involved 
actively in this process, but has instead got more of a feedback-giving role. When it comes 
to organize the project in an early phase the contract manager decide how to man the pro-
ject. Mostly the contract manager handles questions asked by the customer concerning 
their contract, meaning the business like connection with the construction company. It 
could be questions about changes in the contract or questions regarding money and pay-
ment. The contract manager has also got the employee responsibility concerning his under-
takings.    

The calculator  

The calculators’ work is mainly carried out during the tender procedure where a project has 
to be carefully calculated in order to make it possible to give a reasonable bid on the pro-
ject. When a calculator calculates a project it is of course of importance how the project is 
supposed to be constructed and designed and in what way the calculator has planned the 
project to be done, because this is of significant importance to the total cost of the project.  

The project manager  

The role of the project manager (PM) is to run the project at the construction site. Nor-
mally the PM gets involved in a project right after the tender bidding is over. However, in 
some cases the PM is involved in the tender procedure to give advice regarding technical 
and planning options, or even to give other possible solutions or advice to some particular 
problems during the calculations prior to the bidding process. The PM could be said to be 
the person responsible for the project from the production starts to that the production is 
accomplished. However, there is no static or predetermined way in which all PM should 
work with a project. Mats Larsson says that some PM are handling the planning themselves 
and others do not like to plan and therefore has the opportunity to let the contract man-
ager or some of the calculators do some of the planning. The minimum planning that lays 
on the PM responsibility before the production starts is to complete a production time 
schedule, organization plan, production cost estimate, production budget, purchasing and 
delivery plan, a plan of how to follow the occupational safety and health act, payment plan, 
that an internal construction start meeting is held, that a deposition from the customer is 
taken, a reporting plan of how the project proceeds and an attached risk and possibility 
analysis. The PM could be seen as the chief executive of the whole project and therefore 
carries the overall responsibility for the project including economy, organization, logistics, 
purchasing, time schedule and so on. Yet, it is important to declare that the project man-
ager has to accept the predetermined costs and the accomplishing date that is set by the 
customer, and accepted by the strategic level. 

4.2 How the organization works 

The whole process in which the organization works could roughly be divided into one plus 
four main phases. It starts at the strategic level and continues with the four phases shown 
in the picture below. The first phase is the tender procedure, followed by the planning 
phase, the production and finally the acceptance of property/building.  
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Figure 11, NCC's four main phases 

 

4.2.1 On the strategic level – project selection 

There is an ongoing process of finding potential projects where the contract manager’s 
work is to make an early selection, a so-called pre screening. As a help to make a proper 
composition NCC has a simulation program where it is possible to make different assem-
blies in order to decide whether to make a tender or not. Martin Suurkuusk believes this 
program is a great tool in allocating resources, “you do not always get all projects you want, but at 
the same time there is always new projects coming up, and this tool give us a good picture of how we are do-
ing” (Suurkuusk, 2007-01-05). 

During a meeting, held twice a month, where the CMs and the HB participates, the pro-
jects with the proper criteria are taken under consideration. Magnus Nilsson says that, “you 
do not have any actual restrictions, as long as you deliver money to the company”.  He believes that this 
make the construction industry unique. According to both Suurkuusk and Nilsson profit-
ability is always the most important criteria, and the profitability margin is seldom lowered 
as a consequence of engaging in a high risk project where, on the other side, the possibili-
ties of raising the company’s reputation is high. An exception, not concerning high risk, is 
employment, where NCC sometimes have a lot of employees available who needs to get 
employed.  

4.2.2 Sharing of information 

So the business is unique because of its claimed independency, but NCC still got compre-
hensive goals. As an example the customer should always feel safe working with the com-
pany, meaning that they will always know what to expect for the money they have paid.  

In some cases, for example the Netto stores, NCC are the constructor who has specialized 
in this kind of buildings. This means that when a Netto store is about to be built the HB 
make sure that the knowledge is supplied. NCC always makes sure that experienced per-
sonal is available and will participate in the beginning of the project so that Netto will feel 
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comfortable and recognize its organization. This means that when there is a store to be 
build, somewhere in the region where the knowledge is missing, the CM and one of his 
PC´s, who is experienced in building Netto stores, will participate. This is because they will 
facilitate for the rest of the project organization at site.  

Even though a project with its problems, failures and progresses is documented and spo-
ken to an organization development department, it is not taken under consideration in pro-
jects outside the region. The documentation is not delivered throughout the organization 
so that future projects are enriched with this new knowledge. Nilsson thinks that trying to 
bring new information to the top of the organization and then down to all regions is the 
problem. More specified, the information brought to the top will not be spread out region 
wide but instead stay at some department and be forgotten. Another problem, in contrast 
with the traditional industry, is that there are many uncontrollable factors involved in the 
construction industry due to a huge variation in construction sites, e.g. the weather condi-
tions, governmental regulations etc. This “variation in condition problem” affects the shar-
ing of information because the problematic factors in one project are not always the same 
in the next project. Furthermore, Suurkuusk explains that despite the Netto store projects, 
local presence in the construction industry is a have to. In the NCC organisation the sec-
tion heavy industry is the only section working cross boarder. This is due to them being 
specialized in building heavy industries.  

Nilsson thinks that the lack of sharing information between the regions also could be due 
to jealousy and that there is not any proper way in allocating the costs in spending time on 
another regions project. In other words, there is no one liking that their budget is spent by 
other regions. Suurkuusk admit there being a problem but at the same time explains that 
they are making progress, “before, protecting of one's preserves were even more common, but now days 
every region is getting paid for their involvement which also affect their bonus”.  

Suurkuusk mention “the exemplary” and explains that internally solutions are remembered 
and mediated orally throughout the region but are not spread across the boarders.  

“As a result of the insufficient way of collecting and mediate information and solutions one could say that 
the wheel has to be invented over and over again” (Martin Suurkuusk, 2007-01-05).  

At the same time NCC has got, what they call, technical platforms where common techni-
cal solutions could be found. It could for example be instructions in how to construct the 
proper ventilation system. There is also a database containing information and rating of 
suppliers where the purchaser could save not only time in finding the right supplier, but 
also find the right quality of materials and distribution. Suurkuusk concludes the discussion 
by explaining that the problem with the sharing of information is one of NCC’s main fu-
ture challenges. 

4.2.3 Focused strategies 

Today one of NCC’s words of value is long-term thinking. NCC’s strategies, visions and 
goals are broken down into focused strategies on the region level. One of the focused 
strategies is the recruitment where the company wants to be the most attractive employer. 
To reach this goal they concentrate their marketing events at schools by pointing out the 
flexibility by being employed by NCC, concerning, for example individual development 
possibilities. To be able to measure the progress NCC is looking at the yearly popularity, 
the number of employees leaving the company, and their HKI – human capital index 
which also is collected once a year. The collected information is delivered to the Head of 



 Empirical findings 

36 

business and later on to the organization development department where it is finally stored. 
The only measure that is spread throughout the region is the HKI, which is presented to 
every employee. Nilsson thinks that is it important that everyone realize that the HKI is 
taken seriously by the organization so that all employees will answer the survey as honest as 
possible. Suurkuusk explains that even if it is difficult it is NCC’s intention to follow up 
and present not only the HKI but also measures like working hours per project, financial 
data and so on. He further believes that the business development department will need in-
creased supply of resources in order to make this happen.  

Partnering is another of NCC’s focused strategies where they want one out of three pro-
jects to be partnering. Partnering is according to Nilsson favourable for all parties due to 
everyone playing with open cards. This means that there is not any regular tender proce-
dure, so if the parties find cheaper alternative solutions along the way they all share the 
earnings resulted in the difference of using the chosen alternative. “In a partnering project you 
do not sell the actual concrete but instead you sell your competence to help the customers solve their problem 
in an efficient way” (Suurkuusk, 2007-01-05). 

Another focused strategy is the challenge to get into the line in an early position, meaning 
get involved before the actual handicraft is about to start. NCC has the intention to get in-
volved as soon as possible, and Suurkuusk explains that this is one of NCC’s strengths, the 
sooner the better. Furthermore, he believes that there is a lot of money to make in this way 
of working, but explains the problem with having everything in-house, “if you suddenly have to 
much to do and your own resources want be enough you will not get beneficial prices externally” 
(Suurkuusk, 2007-01-05) 

4.2.4 Measuring the business 

The customer satisfaction is an important measure. It is done by having a concluding dis-
cussion, an evaluation, with the buyer of the project. In similarity with the Netto projects 
NCC always try to match the customer with a project organization that already have ex-
perience with the customer, in earlier projects. This procedure facilitate the starting face 
concerning getting to know the customer and vice versa. Nilsson explain that it is time sav-
ing and that you also avoid conflicts in an early face.  

Nilsson says that profitability always decides, in one way or another, what project is to be 
taken. It is hard to get away from the fact that running a business is about earning money 
and that the money most often runs the business. This could be seen as a problem but 
Nilsson explains that even if the profitability could be moderate adjusted, new solutions is 
usually not a problem of costs, and even if it is there are always a lot of projects present. 
“One has to remember that it is the profitability of a project that pays the development of the company” 
(Nilsson 2006-12-04). 

Other concrete measures are hit rate concerning taken project/wanted project, the number 
of tenders, international purchase – how much are spent outside the country? 

According to NCC they are the truthful company to choose if you safeguard the environ-
ment. Nilsson explains that NCC does not measure this, but instead it is about keeping 
your promises and delivers what the customer is expecting. Despite the lack of measures 
concerning the environment, NCC has a list of environmental safe or preferred materials 
that they demand their customers to use.  
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When measuring performance it is always important to use more than one measure, other-
wise suboptimazation could or will be a problem. Nilsson says that NCC always try to use 
several measures to avoid this phenomenon. Another tool in controlling their business, 
NCC use a simulating program (as mentioned earlier) where the company can simulate dif-
ferent scenarios to make sure they are prepared on different situations. 

4.2.5 The tender procedure 

When the competitive tendering is over and the project is won there is immediately an in-
ternal meeting regarding the new project. The people engaged in this meeting are the Head 
of business, the contract manager, the contemplated project manager, the contemplated 
foreman, the purchaser, and the calculator that has been calculating the project during the 
tender procedure. During this meeting the head of business and contract manager commu-
nicates the background of the project and the main goals and reasons why the project was 
taken. Before the project could start the project manager needs a production permit from 
the strategic level and in order to get this permit the project manager is responsible for the 
following to be completed: Production time schedule, organization plan, production cost 
estimate, production budget, purchasing and delivery plan, a plan of how to follow the oc-
cupational safety and health act, payment plan, that a construction start meeting is held, 
deposition from customer, a reporting plan of how the project proceeds, an attached risk 
and possibility analysis. Subsequent to this planning the project manager receives a permit 
from the strategic level to get started with the construction. 

4.2.6 The planning phase 

When the project is won the project has to be planned more in detail and the planning 
phase starts with a detailed analysis of the contract document to make sure that all condi-
tions in the document is correctly understood. During the tender procedure it is not un-
usual with changes in the contract document. It is therefore necessary to recheck all origi-
nally decided production methods and other selections that were made during the tender 
procedure. The project manager is the one who is going to run the production. In order for 
the PM to get all relevant information about the project an internal start meeting is held be-
fore the production begins. During this meeting the head of business, the contract man-
ager, the calculator, the project co-ordinator and other relevant people that have worked 
with the project during the tender procedure participates. The purpose with the meeting is 
to go through the projects main goal(s), difficulties, risks and opportunities, production 
methods and what responsibilities that different people will have in the project. The project 
manager is, as stated earlier, normally the one preparing more or less all planning of the 
production including financial planning, purchasing, time schedule, logistics and all other 
physical resources needed to complete the project.  

4.2.7 The production 

In order to begin the production the project manager must receive start permission from 
the strategic level. The start permission is given by different persons on the strategic level 
depending on the contract amount. During the production the project manager continu-
ously follows up, plans and reports how the production is proceeding. The reports are sent 
to the contract manager on a monthly basis and include pure economic information, re-
sources and time used in relation to the plan, contractual issues, inspection results, supplier 
evaluation and an updated risk and opportunity analysis. During the whole production the 
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project manager also has close contact with the building proprietor (or the representative) 
discussing problems that occur during the production and / or if the building proprietor 
wants to change anything, it is up to the project manager to reorganize as quickly as possi-
ble to meet this wish. Through this continuous follow up it is easier to detect undesired di-
vergence early in the process and increase the chances to take measures considered neces-
sary before it is too late. During the production it is also one person responsible for the 
quality, making sure that no quality deviations occur. 

4.2.8 The acceptance of building 

Before the building is conclusively handed over to the building proprietor it must exist 
complete documentation over the whole building and there is also a last inspection done to 
make sure that the building is satisfactory in all aspects.  

When the project is completed an internal meeting is held where the project is looked 
through by the head of business, the contract manager, the project manager, the calculator, 
the project co-ordinator and other relevant people that have been involved in the project.  

A meeting is also held with the building proprietor where s/he has to fill in a document 
and “grade” different aspects in the project and give comments regarding anything that 
could have been done better/differently and so on. 
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5 Analysis 

There are many factors that have a significant bearing upon the performance of an organi-
zation. However, organizational structure is a particularly important aspect as, if properly 
designed, it allows the other aspects e.g. strategic work, to function properly. Although, in a 
project based organization, as NCC, all project is more or less unique. This fact makes it 
extremely complex, not to say impossible, to set a fixed organizational scheme for NCC. It 
is the authors’ opinion that each project should have its own designed organization, as 
NCC does today, and that the “main” organization must be constructed to fit with these 
different sorts of project organizations. When looking at how NCC handles the strategy 
communication today, the authors strongly believe that this has to be developed, especially 
when it comes to the retention of knowledge from each project. To create long-term think-
ing and develop the strategic work to start at the top of the organization and penetrate all 
the way down to each individual involved in every particular project, the organization could 
look like that shown in the figure below.  

 

Figure 12, Communication between the strategic level and the operative level 

 

To develop long-term profitability and a successful strategic work the authors believe that 
the strategy should be reflected through the project portfolio selection process. Here is 
where the strategic apex (Mintzberg, 1983) decides what type of projects that NCC should 
focus on. When this is decided, the strategic apex communicates this to the middle line. In 
this case, meaning the head of business and the contract manager. This is nothing special 
and pretty straight forward, because this is on the strategic level not involving anyone on 
the operative level. To develop and to learn from each project the authors believe that 
NCC should build up a special “department” that continuously provides each project with 
a contact person handling feedback on problems, solutions and ideas. This contact person 
would be something that the authors would call a “project planner” that helps the project 
manager and continuously updates the development department with the new ideas, solu-
tions, problems etc. and reports what they have learned during the project. It is than the 
development department’s task to report this back up to the strategic apex, which in turn 
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could use this information to develop and/or change the strategy or project selection proc-
ess based on the complete information from the operative level. In order to make the right 
strategic decisions all information must be accessible. To get all information accessible for 
the strategic apex all information about each project must be collected, analyzed and then 
communicated to the strategic apex. As it is now, this information is collected, but not ana-
lyzed and not communicated, therefore the wheel has to be invented over and over again 
(Suurkuusk, 2007-01-05). 

It is the authors’ opinion that the most important link, and probably the most difficult as 
well, is to ensure an efficient communication between the strategic level and the operative 
level. This, since the organization on the strategic level could be a permanent solution, that 
works continuously with no end, while each project is different and demand different or-
ganizations, which at the same time are temporary organizations during a limited time. 
Even though each project is unique, the authors argue that the majority of the processes 
and most of the activities practiced in different projects are similar. The main problem is 
therefore information handling and other strategic routines that should be communicated 
between the strategic level and the operative level. This connection is important and could 
be handled by something like the, previous mentioned, “development department” work-
ing not on a regional basis but on a national basis in order to collect, analyze and commu-
nicate the complete information. 
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5.1 The balanced scorecard in NCC 

 

 

 

Figure 13, The Balanced Scorecard (Kaplan, 1996) 

 

The financial perspective 

This perspective is the least interesting due to almost all businesses having similar measures 
and targets. The most used measure is the profitability which is measured very carefully es-
pecially in the construction industry where it is the number one focus in the portfolio selec-
tion process. According to both Suurkuusk and Nilsson profitability is always the most im-
portant criteria, and the profitability margin is seldom lowered as a consequence of engag-
ing in a high risk project where, on the other side, the possibilities of raising the company’s 
reputation is high. Let us go back and look at the statement made by Anthony & Govinda-
rajan (2001). They say that financial performance is the result of past decisions, and it may 
encourage managers to take short-term action, not in line with the long-term interests. It 
could also lead to decreased initiatives in investing in high-risk projects that may produce 
high returns, or/and an increased reputation. The common mistake is the manager’s ten-
dency to make safer investments in order to obtain short-term objectives. Nevertheless fi-
nancial measures are important, and in the end, one could say that the performance of the 
remaining perspectives will be indicated by the financial measures. 
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The customer perspective 

As an objective NCC always strives for making the customer feel safe working with the 
company, meaning that they will always know what to expect for the money they have paid. 
Another way to put the objective could be; a will to be the customers’ first choice construc-
tor. Here, as a target, NCC always make sure that experienced personal is available and will 
participate in the beginning of the project so that the customer will feel comfortable and 
recognize the project’s organization. The initiative concerning this objective could for ex-
ample be when there is a Netto store to be build, somewhere in the region where the 
knowledge is missing. If this is the case the CM and one of his PC´s, who is experienced in 
building Netto stores, will participate. This is because they will facilitate for the rest of the 
project organization at site. In the end of each project NCC measure the customer satisfac-
tion with help from a survey and by having a concluding evaluation/discussion with the 
customer. 

The internal processes perspective 

In this perspective executives identify the critical internal processes in which the organiza-
tion must be outstanding. 

One of NCC’s objectives concerning internal processes is the company’s will to be the 
most attractive employer. An initiative to achieve the increased popularity NCC concen-
trates their marketing events at schools by pointing out the flexibility by being employed by 
NCC. The flexibility concerns for example, individual development possibilities and the 
possibilities of having more paid spare time with your kids. To measure the attractiveness 
NCC use a rate showing the yearly popularity among employer, but also the number of 
employees is leaving the company during the year. The most important measure, according 
to Magnus Nilsson and Martin Suurkuusk is NCC’s human capital index (HKI) that also is 
collected once a year. The comments made by the employees are taken under consideration 
and the HKI is later presented for all employees in the company.  

Partnering could be seen as an objective as well as an initiative with an objective of having 
at least one partnering project out of three projects taken. In the end partnering is a way of 
cutting costs and making processes more efficient which is why it is put in the internal 
processes perspective. In a way partnering could be used in the financial perspective as well 
due to its profitability effect. Also a rate of partnering projects gotten, and all projects 
wanted could be used as a measure. 

In NCC’s official strategy one can read that the company is in the front line when it comes 
to safeguard the environment. It is then odd that the company does not measure this part 
of the strategy to visualize the progress. According to NCC there is no need for a measure; 
instead it is all about keeping a promise. Despite the lack of measures concerning the envi-
ronment, NCC has a list of environmental safe or preferred materials that they suggest 
their customers to use. Let us then say that the existence of the list could be the target and 
the actual use of the list would then be the measure. If so NCC would then be able to see if 
they are heading for the objective of being the number one environmental safe company. 

The learning and growth perspective 

Objectives that could exist would be everything concerning feedback of knowledge. Ac-
cording to Martin Suurkuusk “the wheel” has to be invented over and over again due to the 
insufficient way of collecting and mediating information and solutions in NCC. This per-



 Analysis 

43 

spective seems with the present statement in mind like the most important for NCC to de-
velop.  

Organizational learning and growth come from three principal sources: people, systems 
and organizational procedures. At the same time there are often large gaps between these 
sources when looking into the financial-, customer- and internal business process objec-
tives. It is then up to the company to fill these gaps by investing in developing the skills of 
employees, enhancing information technology and systems, and aligning organizational 
procedures and routines. NCC have their LIME system where they can simulate scenarios 
and prepare themselves during fluctuations in the market. They also got their technical 
platforms and a database of distributors. Specifying objectives, measures and initiatives 
concerning these systems could make the use of them even more effective.  

NCC strives for an early entry in the chain, before the actual handicraft begins. One initia-
tive could be their intention of increasing the international purchase and their range of in-
house solutions.  

The learning and growth perspective identifies the infrastructure that the organization must 
build to create long-term growth and improvement. In the same way as the customer per-
spective this perspective consists of generic outcome measures such as employee satisfaction, 
employee training and employee skills (Kaplan, 1996). In the case of NCC skills and knowledge 
about how to best perform a partnering project is a good example of this perspective. 
Here, once again, the HKI is an important measure according to Martin Suurkuusk. The 
HKI also affects the bonus, which could be seen as the company takes it seriously. 

Example of Cause and effect relationship in NCC 

 

Figure 14, Chain of cause and effect in NCC 
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5.2 How to manage business strategy 

NCC have the possibility to work with the four hinders found by Kaplan (1996) to more 
efficiently manage the continuing strategic work.  

First they need to make sure the vision and strategy are actionable, meaning that everyone 
understands the translation, so that it can be acted upon. This could be made with help 
from the previous stated objectives and measures. 

Secondly NCC needs to improve the linkage to departmental, team and individual goals. 
NCC might be on the right track by working with their focused strategies, but needs to 
make, not only managers but all employees aware of the long-term intentions.  

The third hinder is about strategy not linked to resource allocation. NCC’s strong focus is 
on the short-term profitability in projects, while the long-term strategic objectives are diffi-
cult to visualize. This could lead to volatility when it comes to man projects, sometimes 
projects needs to be taken in order to keep employees employed while sometimes there 
needs to be recruitment to complete all projects taken.  

Kaplan (1996) presents a comprehensive process, built around the BSC aiming for integra-
tion between planning, resource allocation and the budgeting processes. The following 
critical elements are something NCC could work with in ability to improve the translation 
of their strategy into action: 

• Establish long-term, quantifiable, and stretch targets for scorecard measures that 
managers and employees believe are achievable 

• Identify the initiatives (investments and action programs) and resources for these 
initiatives that will enable the long-term targets for strategic measures on the score-
card to be achieved 

• Coordinate the plans and initiatives across related organizational units 

• Establish short-term milestones that link the long-term scorecard targets to short-
term budgeted measures 

The last hinder means that lack of feedback on the strategy does not lead to any possibili-
ties to test and learn about the strategy (Kaplan, 1996). Most of the feedback in NCC con-
cerns feedback only about short-term, operational performance where the majority is on 
financial measures. Here NCC needs an improvement on the conduction on regular strate-
gic reviews, not only operative ones. A strategic feedback and learning process based on 
the BSC has three crucial ingredients: 

• A shared strategic framework that communicate the strategy and allows participants 
to see their individual activities contribute to achieving the overall strategy 

• A feedback process that collects performance data about the strategy and allows the 
hypotheses about interrelationships among strategic objectives and initiatives to be 
tested 

• A team problem-solving process that analyzes and learns from the performance 
data and adapts the strategy to emerging conditions and issues (Kaplan, 1996). 
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6 Conclusions 

As could be concluded by the opening discussion of this thesis the tradition of the con-
struction industry and the historically static competition has led to many problems and 
immense criticism of the industry. There are obviously strong incentives to study and de-
scribe the strategic planning and controlling of construction projects – or rather the organi-
zation itself that are handling all projects, in order to develop and find possible improve-
ments. It was therefore the authors’ intention and hope that this thesis could contribute 
with new thoughts and ideas in the development process of the construction industry. 

The purpose with this thesis was to describe how a construction firm could integrate the 
strategy with the operative work on the project level in order to sustain and develop their 
competitive advantages in a growing competitive environment, by implementing a balanced 
scorecard (BSC). 

The discussion ending up in the previous stated purpose could be summarized by the fol-
lowing questions: 

- How is the conflict between short-term solutions and long-term profitability managed throughout the or-
ganization?  

It is not, the profitability in a project is always in focus and there is hard to find room for 
long-term thinking instead of short-term solutions. NCC has made a fairly good try in in-
stalling an organization development department, but the solutions and the newly found 
knowledge is just stored in an archive, meaning not spread out to other projects, regions 
etc. As Martin Suurkuusk stated it, “the wheel has to be invented over and over again”. In-
stead NCC tries to match the customer with managers who already have experienced the 
specific customer. An interesting idea though, is the HKI, which NCC decided to involve 
in the bonus program. This is according to the authors of this thesis a good start of manag-
ing the stated problem of short-term solutions and long-term profitability.  

- How is the strategy reflected in the project selection process?  

The only obvious factor taken from the strategy is the profitability, but one can also see 
that the partnering is reflected in the process. Other stated objectives, as for example the 
environment is harder to find and the authors has made the conclusion that it is not that 
important as it is stated to be. If it is, the problem might be related to an inappropriate way 
of formulating the strategy or problems with the actual acting upon the strategy.  

- How the strategy is communicated and managed throughout the organization?   

NCC does not have anyone working with strategic planning at region level. This affects the 
communication of the strategy throughout the organization, meaning that it is mostly 
communicated on the strategic level. The operative level on the other hand is focused only 
on the present project meeting the financial expectations. It is only the result of the strategy 
that is communicated throughout the organization. Not all results but some financial num-
bers, and the non-financial measure HKI, which the authors believe is a progress. NCC 
takes the human capital index serious and the company will in the future hopefully bring 
more non-financial measures to the table.  
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The authors have concluded that NCC needs to go from being a very decentralized organi-
zation to be more of a centralized one. The centralization concerns purchase, coordination, 
industrialization, and project selection. The strategy has to involve all of these factors.  

NCC needs to coordinate the retention of knowledge and newly found solutions. They also 
need to have continuing processes of development and improvement concerning this re-
tention, which in favourability should be located on a national level. This could raise NCC’s 
chances to achieve increased efficiency, decreased costs, better quality and environment.  

The authors further believe that NCC needs to strengthen their focus on industrialization 
on a national level, while letting the project organizations act as its own company. Every 
project is unique and therefore NCC needs to learn from all projects in ability to see the 
possibilities and enlighten the problems in all types of projects. If not, the large-scale pro-
duction benefits could be missed out. This is according to the authors, one of NCC’s best 
competitive advantages as a big company in the construction industry. 

6.1 Final discussion 

In a world permeated by an increasing globalization and by those means a more open mar-
ket with harder competition, the authors think that it is of great importance for the Swed-
ish construction companies to work more with long-term goals and strategic development. 
They must do this in order to be able to meet the foreign competition with cheap labour. It 
is not a utopian to believe that the Swedish construction industry will face the same prob-
lems as the traditional industry has met the last decades. The productivity has increased 
many times without higher costs and therefore they have managed to survive lower prices 
from foreign markets with the same or even higher profitability. Many construction com-
panies of today are working hard to develop a more cost efficient industrial way to con-
struct. This is something that is exactly inline with the discussion above.  

Another trend among construction companies of today is there interest for international 
purchasing. This is something that the authors think is something temporary. If you look at 
the total cost for a building during its lifetime, the part for material is very low (around 
5%). If one look historically at the total costs for a building, the part spent on material has 
decreased considerably (20-30% of the total cost of the building). At the same time the 
buildings are getting more and more complex and there is way more installations in the 
buildings of today. If one look in the future this trend will probably continue and that it 
therefore will be investments in process development and competence among the co-
workers that, in the long run, will generate a sufficient financial position. The average of 
10-20 % of the costs of material that is possible to save by international purchasing will 
with great probability decrease in the next 10 years. The Swedish suppliers of material will 
be forced to adapt to lower prices and to change their organizations to survive. At the same 
time the authors think that many foreign currencies will be more expensive, with higher 
prices as a consequence. Except this, international purchasing requires more resources, a 
more complex purchasing organization, quality controls and higher risks (currencies, laws, 
customs, political decisions and terror etc.). If you on top of this bring the discussion re-
garding our environment and the greenhouse effect (to transport heavy and bulky material 
all over the world), the new purchasing strategy for many construction companies feels to-
tally wrong. Start to work with local suppliers of material that is prepared to work for a 
more complex and rapid construction process in the future. To hunt lower prices from 
China in a situation where research shows that the share of material waste on a construc-
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tion site is up to 30%, feels like a very simple and short-term solution, on totally different, 
difficult and complex problems. 

6.1.1 Criticism and future studies 

Due to the fact that the thesis is a part of our studies there are time and budget limitations 
set already from the start. With this in mind the authors should have realized that such a 
vast and complex problem as this would demand a lot of time and resources. Therefore, 
most of the problems that we ran into during the study were direct related to time and 
money. During the early stages of the thesis the authors spent a lot of hours trying to cut 
down the problem and to niche the thesis, but without success. The problem, as the au-
thors opinion, is that this subject were hard to break down to a smaller one, because there 
are explanations and answers to be found in many different areas such as politics, type of 
organization, competition, history and so on. The authors think that the problem is in-
credibly interesting and an important thing to continue to study. The authors would like to 
end this thesis with their ideas of possible future studies. A lot of problems and questions 
that were discussed during the study require more time and resources than students are 
able to get during a master or a bachelor program. The authors will therefore recommend 
future studies in the areas discussed above, such as purchasing strategies, recruitment 
strategies and what advantages and disadvantages a big project based organization has 
within the construction industry. Of course it has advantages to have a big organization. 
But when (if ever) does it get to big to be optimal? 
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Appendix A: 

Questions for the strategic level: 

Här nedan följer de frågor som vi tänkt ställa under intervjutillfället: 

Förklara/beskriv hur NCC som organisation ser ut?  

Beskriv din roll i organisationen. 

Vem/vilka sätter NCC’s strategi? 

Har NCC någon strateg som bara jobbar med strategiutveckling och uppföljning? Hur ser 
detta arbete ut?  

Kort; vad betyder NCC’s strategi/långsiktiga mål för dig? 

Vad/vilka resurser (tycker du) måste NCC utveckla och/eller skaffa för att klara långsiktiga 
mål? Varför just dessa?  

Hur följer Ni upp/mäter Ni strategiutveckling/de långsiktiga målen?  

Kan man betrakta Sverige som en marknad eller måste man betrakta den som flera? Hur 
ska då marknaden delas upp? Varför? Hur ser alternativen ut? Hur kan konkurrenterna 
tänkas göra? 

Vem/vilka sköter urvalet av projekt? Hur ser den processen ut? Hur avspeglas strategin i 
urvalsprocessen? Skillnader på involverade (individer, kompetenssammansättning) vid typ 
av projekt, region etc. Vilka kriterier har man vid urvalet av olika projekt? Vilka är de vikti-
gaste kriterierna? Hur känsliga är dessa kriterier (hänsyn till lönsamhet, arbetsbelastning, 
etc.)? Satsar man särskilt på någon speciell typ av projekt, varför? Hur utvärderas regionens 
prestationer? Vilka mått används? Finns det andra möjligheter? Hur tror ni andra handskas 
med detta? Vilka fördelar/nackdelar kan Ni se i hur andra kan tänkas handskas med detta?  

Partnering eller icke; hur skiljer sig din roll/organisationens utseende/struktur/process?  

Hur följs projekten upp? Gentemot kund, internt (både från anbud till färdigt projekt, samt 
från byggstart till slutbesiktning). Vilka personer tar del av denna information?  

Vad är syftet/målet med personalfrågeformulären som skickas ut varje år? Hur används 
denna information?/hur följs den upp? 

 

Questions for the operative level: 

Beskriv din roll i organisationen. 

Hur ser projektorganisationen ut? Hur många administrativa tjänster finns utöver din? Ser 
den alltid likadan ut, eller skiljer den sig från projekt till projekt? Hur? Varför? 

Hur ser dina arbetsuppgifter ut? Skiftar de mellan olika projekt? Varför?  

Vad strävar NCC efter, långsiktigt? 

Vad innebär det för dig i ditt dagliga arbete? 
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Vad tycker du att NCC är bra respektive dåliga på?  

Hur ser din roll ut i projekturvalsprocessen?  

Hur kan målen med projekten skilja sig från fall till fall? Vem kommunicerar dessa mål till 
dig?  

Vilka personliga mål har du med det enskilda projektet?  

Vilken information förväntas du ge till din chef? Vad tycker du om den här informationen?  

Om du ser en möjlighet att skära kostnader i ett projekt (under produktion), hur ser be-
slutsprocessen ut? 

Partnering eller icke; hur skiljer sig ditt jobb? /projektarbetet generellt?  

Personalfrågeformulären som skickas ut varje år, vad tycker du om dem generellt? 

Hur ser kontakten med byggherren/beställaren? 

I proj.rapport var tredje månad; varför följs inte miljöaspekter upp? Ref, miljöronder. 


