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Abstract 

 

Title: Challenges with strategy execution for digital transformation 

Authors: Jonathan Jonasson and Pontus Siwert 

Level: Master thesis, 30 hp 

Keywords: Digital Transformation (DX), Strategy and Strategy Execution 

Background: As the world is moving from an industrial to a digital one an increasingly 

important factor for companies has become their digital transformation. This, Industry 4.0, 

has brought forward a new set of challenges but conventional strategy-making has not been 

able to keep up with them, whilst considering that change, in practice, is difficult to 

implement. The strategy execution for digital transformation has therefore become 

increasingly important but the challenges faced has not, according to research, been looked at 

to a high enough degree. 

Research question: What are the main challenges with strategy execution during a digital 

transformation process and how can they be managed? 

Purpose: The purpose of this thesis is to find and describe the main challenges with strategy 

execution for digital transformation that has been experienced and or perceived by 

practitioners working in companies that are a part of a concern. These findings will be 

conceptualised out of which guiding principles will be created and presented.    

Method: In this study a qualitative method has been used together with an abductive 

approach to reasoning. Semi-structured interviews have been performed with eight 

respondents chosen by a strategic selection for their knowledge about the studied field.  

Theoretical frame of reference: Theories about strategy execution, change-management, 

what a digital transformation is, and how it evolves as well as the activity-based process 

model have been put forward. Within digital transformation some earlier seen challenges that 

has been a basis for this research are discussed. 

Conclusions: An overall conclusion that can be drawn from the analysis is that the primary 

areas that have been looked at, i.e. strategy development; strategy execution and digital 

transformation, in themselves create challenges. Whether they are correlated with each other 

or would exist no matter the other factors cannot be discerned from the findings of this thesis, 

resulting in the fact that the results of the analysis while able to give a foundation and 

interpretive thoughts, are, in their nature, uncertain. This would mean that albeit an answer to 

the research question can be presented by the conceptualisation and guiding principles they 

should not be seen as general for any given population but rather as a description and analysis 

of the studied population. 
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1. Introduction 
 

In this chapter, the background to the problem of the study is presented. Initially, discussing 

how our world has gone from being an industrial society to a digital one. Furthermore, we 

describe overall challenges that come with a digital transformation at organizational level: 

what opportunities exist and how a company succeed with a digital transformation? The 

following discussion leads to practical, empirical and theoretical problems that the authors 

have identified, and to the research question and purpose of the thesis. 

 
 

1.1 Problem Background 
 

One of the most important forces for change in modern-day society is Digital Transformation 

(FAR, 2016). From being an industrial society, we are now seeing a shift where the industrial 

world is being developed into a digital one (SOU 2016:89; Parviainen, Tihinen, Kääriäinen & 

Teppola, 2017). Making the world smaller and the need for, and possibility of, change, faster 

(Swedish ICT, 2016). It has even been labelled the fourth industrial revolution, Industry 4.0 

(PwC, 2016; Näringsdepartementet, 2015). This has led to a need for considerable changes in 

many organisations since digital transformation brings new processes and mechanisms that 

can affect the key structure of a company’s way of doing business. 

It is important for organisations to acknowledge this pressure from the surrounding world and 

to change in agreement with its development so that one might survive (Sveningsson & 

Sörgärde, 2012; Jacobsen, 2013). The digital world of today and the common use of digital 

technology among customers has made it progressively more problematic for those 

organisations who try to resist beginning a digital transformation (Hagberg & Jonsson, 2016). 

The transformations needed, and the speed of its necessity is therefore more complex than 

before (Boyne and Meier, 2009). The continuous acceleration in technological advancement 

changing the business climate has led to a world where conventional strategy theory of 

planning change, implementation of change and stabilizing in a new permanent state, is 

unable to fully equip a company for the competition of the future (Schwartz, 2014; 

Orlikowski and Hofman, 1997). In practice, any change is hard to implement, and more than 

70 percent of large organisational changes fail (Burke, 2011). Many enterprises therefore 

encounter hardships in their digital transformations, particularly due to an absence of 

resources, both intellectual and factual (Brdarski & Persson, 2016). 

Digital transformation, and its strategy, has therefore become increasingly important for a 

business to grow in and adapt to the present world. Digital transformation can be seen as 

incorporating digital technology throughout the business, changing the operations, processes, 

structures and management of a business and, penultimately, the way that they deliver value 

to customers (Matt, Hess & Benlian, 2015). The primary focus of digital transformation is, 

however, to solve challenges concerning efficiency and effectiveness (Heavin & Power, 

2018). 

There is often a to strong belief in digital solutions in themselves. Nicholas Carr (2003) did, in 

an often cited article, point out what might be a problem with the digitalisation processes of 

companies, namely the frequently inadequate usage of the digital solutions available within 

the companies, resulting in that implementing various digital solutions, does not lead to 

competitive advantage. This mainly since the technology in most cases are available to all 

and, while he does not make a concept of digital transformation per se, the conclusion that can 



2 

 

be drawn from Carr’s discussion is that in order to create value from investments in digital 

solutions, it needs to be understood, and applied by the entire organisation, i.e. that it is the 

use of digital solutions, not the act of owning them, that can create efficiency, effectiveness 

and, in turn, give a company a competitive advantage, or at least make sure that a company 

does not experience a competitive disadvantage. In short, the digital solutions should be seen 

as a means to an end, not an end in themselves. 

It is strategy, the long-term scope, that drives (successful) digital transformation. A report by 

Kane, Palmer, Nguyen, Kiron and Buckley (2015), based on the 2014 Digital Leadership 

Executive Survey, delves further into the conclusions penultimately drawn by Carr (2003) and 

enters in to interesting territory by claiming that there is a general misconception that 

technology drives digital transformation when, according to their study, it is strategy, i.e. the 

method or plan that is chosen to reach a desired future. According to more than half of the 

4800 respondents the scarcity of digital strategy is the reason why businesses fail to become 

digitally mature, the lack of digital strategy not being a synonym for an absence of 

investments in digital solutions, but for shortcomings in the implementation and usage of 

digital technology. 

 

1.2. Problem Discussion 
 

There have been several studies made about general digital transformation strategy. For a 

transformation to be implemented it is imperative that the organisation has some knowledge 

of the strategy and intent of the transformation (McKendrick, 2017). Heretofore being a 

concern for the Technology department, digital strategy has shifted to be a topic for the entire 

organisation (Matt, Hess, Benlian, 2015). It is also crucial, when digitally transforming, to 

develop an essential approach for the strategy to accommodate all parts of the organisation 

(Matt et al., 2015). Matt et al. (2015) and Kane et al. (2015; 2017) state that the integration of 

digital technologies often affect large parts of organisations, by impacting products, business 

processes, sales channels and supply chains. The potential to create advantage against 

competitors is large when it comes to increased sales and efficiency in productivity. Since 

digital transformation spans over a large part of the organization, Matt et al. (2015) and 

McDonald (2015) both stress the importance of making the strategy regarding digital 

transformation a part of the corporate strategy, both however also claim that whether this is 

done or not, has not been looked at to the necessary degree and neither do the large Kane et al. 

(2015) study of digital transformation provide an answer, hence pointing to a fact that how 

digital transformation strategy is executed is an heretofore understudied subject, and more or 

less lacking regarding companies that are part of a concern according to both the literature 

studied by the authors and the literature review by Reis, Amorim & Melao (2018).  

Bankewitz, Åberg and Teuchert (2016) describe the ongoing trend of digitalization as 

something that significantly affects societies and organizations. Further, they state that how 

different companies choose to deal with the digitalization, will in many cases determine the 

competitiveness of the organization in the future. Therefore, a large responsibility rests on 

those in charge of strategy execution. A few studies have taken into account the practice 

aspect of strategy, studying the process of formulating and implementing a digital 

transformation strategy (Chanias, 2017; Chanias & Hess, 2016; Chanias, Myers and Hess, 

2019). They however still call for further research when it comes the process and especially 

with regards to Risk, Success and Failure factors, factors that are generally a part of the 

execution of strategy, stemming from both the development, the implementation in itself, and 
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various indirect aspects. Matt, Hess and Benlian (2015) also emphasized a need of more 

research on the aspect they call procedure, i.e. how companies de facto have done, in order to 

help other companies in their digital transformation endeavours. Therefore, a practical 

problem exists, how is digital transformation strategy executed in practice in concern-

companies and what knowledge can be taken away regarding risk, success and failure factors 

(henceforth known as challenges) and how can they be used to further the digital 

transformation strategy execution of other practitioners? 

An empirical problem exists in that the previous research has not, when examining strategy 

execution for a digital transformation, due to the general lack of studies looking at multiple 

cases, fully taken into account that different companies can have different challenges, and 

ways of dealing with them. The previous research is therefore limited in the sense that 

findings of how strategy has been executed for digital transformation, and the challenges 

encountered, are highly subjective to individual companies or limited sectors, as for example 

the automobile (Chanias & Hess, 2016), or a financial provider (Chanias, 2017; Chanias, 

Myers & Hess, 2019). To expand the empirical data and study and compare several subjects 

in different industries is accordingly valuable to research and constitutes an empirical problem 

pointed out by Kane et al. (2017) and has been a critique against their own studies by Chanias, 

Myers and Hess (2019) and Chanias and Hess (2016), the first studying a single company and 

the later three companies with some differentiating factors but in the same industry. A 

literature review by Reis, Amorim & Melao (2018) also points to this discrepancy in research 

and to the fact that predominantly stand-alone companies have been studied. In studies with a 

pure the practice aspect (Chanias, 2017; Chanias & Hess, 2016, Chanias, Myers and Hess, 

2019) that is certainly the case which is why it could prove empirically beneficial to study 

companies with varying degree of autonomy in their strategy-making, the natural 

development therefore being to study companies that are part of a concern.  

Hägg and Sandhu (2017) note that academic research of digital maturity, a concept that was 

introduced in research in the early 2010s, is inadequate. Since then, a few researchers, mainly 

Kane et al. (2015) and Kane (2017), have developed and accelerated the discussion on the 

subject in scientific research. Despite this, Hägg and Sandhu (2017) believe that more 

research is needed in the field, particularly in regard of how to reach digital maturity. We 

would argue that the best way to reach digital maturity is, as can be discerned in Ferrari 

(2012) and Kane et al. (2015), by digitally transforming the organisation. The focus should 

shift from Digital Transformation to Digital Maturity according to Kane (2017), a direction in 

part based on Kane et al.’s (2015) study presenting strategy as the driving factor in digital 

transformation. In consequence, strategy being the long-term goals of an organisation, it is 

natural that the strategy per se, is or should be focused on reaching digital maturity, digital 

transformation being one, and the most predominant way of reaching said goal (Brown, 

2018). This is however a challenge, Kane et al. (2015) and Kane et al. (2017) points out that 

many companies are focused on digital transformation and specific technology as the goal, 

not the means to reach a higher level of digital maturity. It is evident that there needs to be a 

clear strategy about a company’s digital transformation, in order for it to succeed but it has 

hitherto been generally lacking. There have been a limited number of studies on how digital 

transformations has been performed and in an even smaller number also strategically executed 

(Chanias, 2017; Chanias & Hess, 2016; Chanias, Myers & Hess, 2019) but these have certain 

limitations. The most common is that one company has been studied through a case study of 

which Chanias, Myers and Hess (2019) have performed the most comprehensive but on a pre-

digital company, making the transformation much bigger and with a special set of challenges 

that does not apply in the same extent to companies that have gone through some digitisation 

or digitalisation beforehand (Chanias, Myers & Hess, 2019; Kane et al. 2017).  To reach a 
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position where a company can benefit from a digital competitive advantage an organisation 

therefore has to have digitally transformed but, while there are a some guidelines of reference 

of what should be the focus, or questions when developing a strategy for a digital 

transformation (Chanias, Myers & Hess, 2019), the research on the aspect of challenges for 

digital transformation, the major barriers when digitally transforming to reach digital 

maturity, is scarce as has been pointed out by Chanias, Myers & Hess (2019) as well as in a 

recently published literature review (Reis, Amorim & Melao, 2018) therefore a theoretical 

problem exists in the lack of theories and research on what should be taken into account to 

tackle challenges that can occur in practice with strategy that has been developed for a digital 

transformation. 

 

1.3. Research Question 
 

What are the main challenges with strategy execution during a digital transformation process 

and how can they be managed? 

 

1.4. Purpose 
 

The purpose of this thesis is to find and describe the main challenges with strategy execution 

for digital transformation that has been experienced and or perceived by practitioners working 

in companies that are a part of a concern. These findings will be conceptualised out of which 

guiding principles will be created and presented.    

 

1.5. Delimitations  
 

Digital Transformation 

For this thesis it is imperative that all companies have or are in the process of performing a 

digital transformation. The companies studied have themselves been allowed to take a stand 

on whether they have performed a digital transformation from criteria listed by the researches. 

The delimitations has not, therefore, only allowed companies that calls their process for 

digital transformation to be studied, but opened doors to all companies that, in their own 

perception, fill the criteria. 

 

Structured way of working 

All companies had to have an apparently structured way of working with their digital 

transformation. To support a structured way of working all companies had to have a strategy 

or framework for the digital transformation. 

 

Concern-companies 

In this thesis a choice has been made to only study companies that are part of a concern since 

companies that are part of a concern, notwithstanding their place in the concern, never are 
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wholly independent in their strategy-making but has to take consideration either to a broader 

concern-strategy if a subsidiary company, or, if it is the concern-company, to the many 

subsidiaries and their wills. Putting light on the extra difficulty that can exist when strategies 

are created from a semi-independent point. 

 

Size 

In order to ensure that the study was of a larger digital transformation that impacts more than 

a few a criterion of size was put at 250< full time employees and a turnover of minimum 1 

Billion SEK. 

 

Sweden 

Due to constraints of time only companies working in or out of Sweden has been studied.  

 

Management teams 

As strategy is primarily created within management teams and boards of directors but this 

study also aims to study effects and challenges the respondents have been delimited to people 

within management teams either at group/concern or individual company level since they 

have operational responsibility to a higher extent then Swedish board of directors. 

 

1.6. Key Concepts 
 

Digital transformation 

Digital transformation can be seen as incorporating digital technology throughout the 

business, changing the operations, processes, structures and management of a business and, 

penultimately, the way that they deliver value to customers (Matt et al., 2015). This definition 

will be used in this thesis.  

 

Strategy 

A plan of action designed to achieve a long-term or overall aim (Oxford dictionaries, n.d.) 

When we use the term strategy in this thesis, we refer to the method or plan that is chosen to 

reach a desired future.  

 

Strategy execution 

There are many definitions on what strategy execution, or its synonym strategy 

implementation, is. In this thesis strategy execution will have the definition put forward by 

Floyd and Wooldridge (1992), namely: “the managerial interventions that align organizational 

action with strategic intention” (p. 155). For this definition to be better understood we also 

need to have an understanding of what strategy execution entails, something that by Pearce II 
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and Robinson (1991) has been presented as: “translating strategic thought into organizational 

action” (p.  297). 
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2. Literature review 
 

In order to create a basis for the empirical study and the analysis, this chapter presents 

theories and literature that are relevant to the problem area. The theoretical framework is 

divided into two areas: digital transformation and strategy. Firstly, the purpose, the 

importance as well as the challenges of digital transformation are being discussed. Second, 

an insight is provided to how companies work with strategy planning. Further, the activity-

based model is used to illustrate different methods for the development and implementation of 

strategy. Finally, the model for analysis that will be used in order to analyse the empirical 

data collected is presented. Figure 1 gives an overview of the theoretical frame of reference.  

 

 

Figure 1 - Theoretical frame of reference 

 

2.1. Digital Transformation 
 

2.1.1. Digital Transformation – Why it matters 

 

Digital transformation has gone from being seen as technological opportunities to pure 

necessity to manage the needs of the world's increasing population. Digitization and digital 

transformations have taken place in various forms since the beginning of the 1950s, when the 

vacuum tube computers led to changes in the work of accounting, decision support and 

transaction processing. The most basic form of digital conversion is called digitization. 

Digitization is defined as the process of going from an analog to a digital form (Gartner IT 

Glossary A, n.d.). In other words, digitization is the conversion of a physical item with the 

goal of automating processes and workflows (i-scoop). 

At the turn of the millennium, both IT companies and technological development accelerated 

strongly, huge progress were made with technologies such as mobile phones, data processors, 

distributed computing, storage and digital cellular networks (Heavin & Power, 2018). These 

types of digital conversions are more advanced than digitization and are instead placed in the 

next level that is usually called digitalization. Digitalization is defined as the use of digital 
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technology with the aim of changing a business model and creating new revenue and value-

producing opportunities (Gartner IT Glossary B, n.d.). The goal of digitizing a business is 

usually to utilize digital technology to improve and change business models, business 

functions or certain processes, thus creating the opportunity for development of the company 

as a whole (i-scoop). 

In recent years, we have seen great progress in digital data storage and computing capabilities. 

At the end of 2011, mobile phones passed PC in number of sold units and ever since, the sales 

have continued to increase steadily. At the same time as the sales of mobile phones have 

increased, the number of downloaded apps has also increased rapidly. As a result of more and 

more people being constantly connected, companies get endless of possibilities when it comes 

to interacting with customers. This means that companies now are competing in creating the 

most personal, relevant and interesting content for the customers (Berman, 2012). Many 

companies put a lot of focus on things like the internet of things (IoT), machine learning, 

artificial Intelligence (AI), speech recognition and analytics technologies to provide real-time 

monitoring, digital assistants, personalization, distributed decision support and predictive 

analytics (Heavin & Power, 2018). With these technologies, the digital development has gone 

from digitalization to digital transformation. The term digital transformations, due to all the 

different perspectives that the concept includes, differ in meaning depending on who you ask. 

For some, digital transformation is understood as the extended use of advanced IT, such as 

analytics, mobile computing, social media, or smart embedded devices to enable major 

business improvements. It goes beyond the digitization of resources and instead 

fundamentally changes business operations, products and processes, which in some cases 

leads to completely new business models (Chanias, 2017). While for other, digital 

transformation is not about the technology itself, but rather the work with strategy on how to 

best utilize the technology. Some people mean that the strength of digital technologies doesn’t 

lie in the technologies individually. Instead, it stems from how companies integrate them to 

transform their businesses and how they work (Kane et al., 2015). Regardless of the 

perspective on the concept, digital transformation is a comprehensive process that often 

affects large parts of the companies and extends across different departments by developing 

and changing products, business processes, sales channels and supply chains (Matt et al., 

2015). 

Today, digital transformation is more than just a technological tool for global companies to 

increase income and profitability, it is also a necessary tool for maximizing the benefits of the 

Earth's assets. In order to meet the needs of 7.4 billion people on planet earth, it requires many 

organisations to digitally transform by changing processes and activities, to use more digital 

technologies and implement predictive analytics and artificial intelligence (Heavin & Power, 

2018). Besides this, many companies prioritize digital transformation because of all the 

potential benefits and how it can help create and strengthen competitiveness against 

competitors. With today’s fast-changing markets and societies, many industries are under 

pressure to change in order to respond to new customer behaviours, competitors, products and 

services. Many traditional industries are getting challenged by new companies that has been 

founded during the digital age and that are led by young motivated people that was born 

during the same (IDG, n.d.). The increased competition and the increased supply of goods and 

services that has come with a more digitalized society have meant that both revenues and 

market shares have decreased for many companies the latest years, this external force has in 

turn lead many organizations into starting their journeys against digital transformation. In 

order for companies to increase their revenues again, two questions need to be answered: 1. 

How do we create value for our customers? 2. Who is our customer? By specifying which 

group of people that the company are targeting and how to create value for this target group, 
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they will be able to increase profitability with help of the new technologies (IDG, n.d.). The 

companies that have a clear plan for how the business will develop the business with the help 

of digital transformation will not only be more interesting from a customer perspective, but 

will also become more attractive for talents, partners and resources, which is a prerequisite for 

further future development (Berman, 2012). Increases in sales or productivity, innovations in 

value creation, as well as novel forms of interaction with customers are just a few examples of 

potential gains in a successful digital transformation (Matt et al., 2015). In addition, digital 

transformation brings technologies within machine learning and analytics, which means 

endless of opportunities for organizational solutions and increased internal efficiency (Heavin 

& Power, 2018). 

 

2.1.2. Challenges in the digital transformation process 

 

Managing digitalization and the transformation of business involves many new challenges. 

Many companies are currently facing difficult and challenging transition processes. Today's 

fast-changing society means that predictability is decreasing, and companies' competitive 

situation is constantly changing. At the same time, technological developments lead to many 

new opportunities for developing businesses and finding new markets. All these challenges 

mean that companies today face many strategic challenges associated with digital 

transformation and digital innovation processes, and one strategic challenge does not come 

alone; it is often connected to other bigger issues (Andersson, Movin, Mähring, Teigland, 

Wennberg, 2018). Although results from previous research to some extent are contradictory 

about where the challenges in digital transformation is, we have identified five areas which 

are highlighted by the majority of the researchers. 

 

1. Leadership 

A clear digital strategy combined with a culture and a leadership that is ready to drive a 

transformation, that is what distinguishes a digital leader from other leaders (Kane et al., 

2015). A generally accepted view is that a digital transformation can only succeed if the 

management has the right leadership skills (Andersson et al., 2018). Some companies choose 

to hire a chief digital officer (CDO) who only works with the development of the digital parts 

of the company, while other companies allow existing managers in the company to drive the 

transformation. It has been shown that the leadership is the factor that stands out among the 

companies that show digital maturity, while lacking competence and challenges with 

communicating a clear vision are factors that are typical for companies that are less digital 

mature (Westerman, Bonnet & McAfee, 2014). The managers who have been successful with 

digital transformations have often placed great focus on three areas: customer experience, 

operational processes and business models (Westerman et al., 2014). According to Hans 

Gillior (personal communication, 2019-03-26), commitment and motivation among the 

employees are two key factors to succeed with digital transformation. Since both commitment 

and motivation are strongly connected to the leadership, much of the responsibility falls on 

the leader. In addition to committed employees, the leaders also has to ensure that the 

organization is fast-moving and agile, as today's digital markets requires. Therefore, the 

leadership during a digital transformation is very much about creating an innovative and 

motivating culture (Hans Gillior, personal communication, 2019-03-26). 
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2. Lack of clear vision 

One factor that often separates companies that succeed with digital transformation from 

companies that do not succeed with digital transformation is the fact that companies that 

succeeds have a clear vision on what they want to achieve with the transformation (CIO, n.d.). 

Without a clear vision, the company does not know what they are working against, nor why. 

To formulate the company's vision for a digital transformation, the organization should use a 

model where four questions are answered: 1. What are our assets? Assets include the brand, 

the company's customers, the intellectual property rights and the company's strengths and 

weaknesses. 2. Which conditions does our market include regarding customers’ needs and 

competitors' offers? 3. What is the latest technology in our industry? It is important that, as a 

company, always keep up-to-date on the latest technology and to look for changes in 

consumer behaviour that are linked to the same. 4. How can the company create processes 

that transform ideas about future customer interaction into reality (CIO, n.d.)? Hans Gillior 

(personal communication, 2019-03-26) is also emphasizing the importance of formulating a 

clear vision. Hans claim that a common problem that is made in a digital transformation is 

that the organizations do not formulate what they want to achieve with the transformation. 

Furthermore, he says that a prerequisite for succeeding in a transformation is knowing where 

the organization are heading and to understand why. Questions that should be answered are: 

What are our goals and why do we have those goals? Why are these goals important to us? Is 

the purpose of the digital transformation to be more efficient or should it lead to new digital 

services? What are the driving forces for the transformation? 

 

3. Employee pushback and organizational resistance to change 

Two factors that can obstruct the possibility to succeed with a digital transformation is the 

organizational culture and employee pushback. In a company whose culture is characterized 

by innovation and new-thinking, this is rarely a problem, but it is far from any company that 

has a sufficiently flexible and change-prone organization for a digital transformation to run 

smoothly. One of the biggest challenges for the management is therefore to prepare the 

employees for the digital transformation, and to create a culture that is open to innovation and 

change (Andersson et al., 2018). The fact that many people basically seek security before 

uncertainty makes it difficult for managers to work against an innovative culture. A major 

change in a workplace does not only lead to increased uncertainty but can also be a threat to 

the employees' personal identity, and sometimes also a social threat to the employees if the 

digital transformation involves firing people (CIO, n.d.). Despite the fact that major changes 

can be perceived as unpleasant for the staff, they are in many cases necessary in order for the 

company to be able to reach growth. A key to facilitating the transition for the managers is to 

be consistent and transparent with what changes the company faces, and to constantly 

communicate the information that is possible to share with the employees (IOT, 2017). 

 

4. Lack of necessary expertise 

Having found the right technological solutions is seldom enough to succeed with a digital 

transformation. In addition to the need for new technology, in many cases, new expertise in 

different areas is also required during a digital transformation (Chesbrough, 2010). Among 

managers, IT managers and CIOs have shown to be particularly uncertain about how to 

handle the challenges that comes with increased responsibility for the digital development 

(Legner et al., 2017). Since many companies' IT departments previously had a clearer focus 
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on technology, they are not used to carry the responsibility for the challenges that come with 

digital transformations. Unlike before, IT departments are now asked to proactively identify 

technological innovations that will lead to marketable solutions, which in turn will contribute 

to the company's overall result. The transition from a pure technology focused department to a 

more central actor in the company requires necessary structures, processes and competencies 

in order to be able to contribute and to develop business innovations (Legner et al., 2017). In 

situations where necessary skills are not available within the company, the managers have the 

opportunity to either train existing staff, or to hire new staff with the right skills. The fact that 

more and more companies are looking for staff with a high level of knowledge in different 

digital areas means that many companies will face a tough competition for digital competence 

in the future. The fact that it will be more difficult to obtain demand expertise in the 

companies also means that it will be harder to succeed with digital transformations 

(Andersson et al., 2018).  

 

5. Customer value proposition and gathering of customer data 

To focus on customer value suggestions is often highlighted as one of the most important 

parts of a digital transformation, still, many companies fail to do so because they do not 

understand the importance of customer value (Berman, 2012). To undergo a digital 

transformation will in many cases mean that the company gets closer to its customers. Among 

the companies that have been successful, it is possible to see a pattern where much focus has 

been placed on identifying the customers' needs, and then analysing how the company can 

meet these needs at best way. However, since it is easier for many companies to reach 

increased profitability through internal efficiency improvements and reduced costs, 

organizations tend to focus to much on internal efficiency and too little on customer value 

creation. The challenge during a digital transformation is to follow, understand, analyse and 

try to influence the customers' needs and demand on both digital platforms and in physical 

meetings (Andersson et al., 2018). To create efficient systems for collecting, storing and 

analysing customer data is therefore important in order to be able to draw conclusions about 

what the customers are demanding. By selecting a number of key attributes from the 

customers where the organization can identify opportunities for efficiency and increased 

customer value, the organization can choose what type of customer data that needs to be 

collected. If the company succeeds in creating efficient processes for gathering and analysing 

customer data, the organization will be able to get know the customers closer, which in turn 

increases the possibilities for creating customer value and increase the profitability (CIO, 

n.d.). Berman (2012) mean that companies with the help of information and analysis can 

change the customer value proposal at three levels by improving, expanding or redefining the 

value of the customer experience. Digital transformation means that companies are getting 

more information about their customers, which makes it easier for companies to tailor 

products and services. By improving and strengthening its products, the company strengthens 

the customer value. The second level focuses on finding new revenue streams using expanded 

and broadened products and services. As digitalization offers people new ways to consume, 

some traditional revenue streams disappear, which makes it necessary for companies in 

certain industries to expand their offerings in order to survive. Key activities at this level are 

to create additional services and additional products for the company's existing offers, 

alternatively to create completely new product areas (Berman, 2012). In the third level, 

corporate core elements are redefined completely. By utilizing the full technological and 

innovative opportunities of the digital revolution, not only customer value is redefined, but the 

entire company's business model is fundamentally changed (Berman, 2012). 
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Figure 2 - Reshaping the customer value proposition 

 

2.2. Strategy 
 

Strategy is not something that a company has, it is what a company does. Digital 

Transformation strategy is always changing. That is a key discovery of a study on digital 

transformation strategy in pre-digital organisations (Chanias, Myers & Hess, 2019) but can 

also be assumed in all companies working with a digital strategy (Henfridsson & Lind, 2014; 

Whittington, 2014). There is no ready-made strategy, it has to be planned and then 

implemented and if needed changed during that process. To, in accordance describe these 

steps the theories regarding Strategy development that will be a foundation for this study are 

those about the development of strategy (strategic planning), and the activity-based process 

model. 

 

2.2.1. Development of Strategy 

 

The development of strategy in a company is based on the long term goals of the same, the 

what, and the process of reaching those goals, the how. French, Kelly & Harrison (2004) 

claim that it is formal and informal planning that construct a company’s understanding of 

their reality. A basis for strategy and its development is according to Porter (2004) a 

knowledge of their SWOT, meaning their strengths, weaknesses, and the opportunities and 

threats existing in the environment a company is working in. What is presented in a strategy is 

therefore based on aspects that encompass the potential for a company’s competitive 

advantage and, theretofore, invariably creates a longstanding plan of goals, a view of where a 

company can, beyond a reasonable doubt, be expected to be in a certain amount of time 

(Johnson, Scholes & Whittington, 2008; Porter, 1998; Porter, 2004). 

In respect to opportunities and threats they are the factors that dictate the industry’s 

competitive setting and they tend to have a foundation in primarily economic but also 

technical elements, it is accordingly imperative that an analysis is made of the competitive 

setting and market to gain knowledge about said elements and determine the opportunities and 

threats for the individual company (Porter, 1998; Skrt & Antoncic, 2004) Opportunities 

identified by Kotler (2011) tend to lie within factors as the position of the economic cycle, 

general financial circumstance within the industry, digitalisation/development of technology, 
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and social factors. Threats can according to Kotler (2011) be elements as political changes 

and the changes in and work of rival companies. 

An important factor in the development and implementation of strategy is the social reality of 

the company and the employees taking part (Porter, 2004). It is consequently vital for all 

people involved, both those developing the strategy, implementing it and those affected by it 

to be on board with a strategy for a company to develop through it, if people do not 

understand and oblige with the strategy it is consequently much harder for a strategy to 

receive wanted effect (Porter 1998). Because of these social factors Box and Miller (2011) 

claim that any change and transformation carry less risk if it is done from the inside out, i.e. 

starting with internal processes, than if external processes are the first area of change. 

The differentiation in strategy between internal and external elements is according to several 

researchers fundamental when developing a strategy (Eiriz, Faria & Barbosa, 2013; Kotler, 

2011; Johnson, Scholes & Whittington, 2008; Porter, 2004). Each element consists of factors 

that are necessary to account for in a strategy (Kotler, 2011). In regard to strengths they can 

be various kinds of resources and capabilities within the company and weaknesses can be 

inadequate knowledge, unfavourable terms of employment, manufacturing etc, distrust in the 

organisation or in changes, fear of changes (Kotler, 2011; Porter 1998; Porter 2004). To 

gather as much information about all elements and what affects them are consequently 

imperative for the correct strategy to be developed.  

 

2.2.2. Strategy execution 

 

The execution of strategy is something that can, and will, vary in implementation in 

accordance to the various circumstances and variables affecting a specific company 

(Macdougall, 2007). There are in the eyes of Roos et al (2004) two variables that are 

perpetual in their influence on strategy executions, the variable of time, and the variable of the 

scale of the process that one is strategizing about. These variables have led to the construction 

of four diverse approaches: Emergent strategy execution; progressive strategy execution; 

managed strategy execution, and comprehensive strategy execution. 

 

The emergent strategy execution is viable when the scale of that which is strategized is seen 

as modest and the time available to execute the strategy is perceived as long. This type of 

strategy execution lets the managers take continuous action with decisions often needing to be 

taken at a fast pace but in a routine way. The managed strategy execution is viable when the 

scale is modest, and the time needed to execute the strategy is believed to be short, for 

example when adjusting to minor changes externally that affect the company, resulting in 

more specific change that needs to be strategized. The progressive strategy execution tends to 

be viable when both the scale is substantial, and the time-period needed is perceived as 

lengthy. The result is dependent on the leadership and if they can change their focus from 

specific to a “problem” to a holistic focus and a reasoning of consequences. This results in an 

increased importance of executing the strategy in a step by step manner and to allow the time 

that is needed to build a comprehension of the full scale of the problem and all its 

consequences. Lastly, the comprehensive strategy execution. It is preferable when the scale is 

large, but the time available is short. This type of strategy execution forces managers to make 
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fast-paced decisions with a broad scope and a knowledge of and need for comprehensive 

communication, a holistic view, and a focus in coordination (Roos et al., 2004). 

To receive a positive result with a company’s strategy execution the strategic vision ought to 

be a coaction betwixt the planned strategy and the factual outcome of the strategy (Aaltonen 

& Ikävalko, 2002). This coherence is a main reason for why communication, consciousness 

and the adaption of the strategy can be seen as major factors in strategy execution, the 

execution of strategy being an interchange of the perception and the adaption, communication 

being the key and road between them (Aaltonen & Ikävalko, 2002; Cater & Pucko, 2010). 

An holistic view and approach within the organisation is also a highly important element for 

strategy execution (Busulwa, Tice & Gurd, 2019; Higgins, 2005; Hrebiniak, 1992). Hrebiniak 

(1992) also points out that when it comes to group or concern strategy and the strategy of 

individual companies within a concern, they need to be consistent with each other. Functional 

coordination is also a highly important element that has an impact on the strategy execution 

(Busulwa et al., 2019; Higgins, 2005). 

 

2.2.2.1. Barriers to strategy execution 

 

There are numerous barriers that tend to arise when executing a strategy. Hrebiniak (2006) 

have summarised what the general research at the time of his article found were the five 

principle barriers. A further barrier that has gained notice during later years is the barrier of 

increased complexity (Busulwa, Tice & Gurd, 2019) and they will be presented here together 

with other barriers. 

Hrebiniak (2006) lists five principal barriers: The deficiency in change management 

competence among managers (1); inadequately planned and defined strategy (2); absence of 

model execution strategy (3); Inadequate information distribution and defective allocation of 

responsibility (4), and conflicts with encouragement/motivation (5). 

1. Is a barrier that comes from incompetency in general change management. This can stem 

from an overemphasise on strategy formulation in the training of managers resulting in a lack 

of knowledge in how to de facto execute the strategy. The barrier does however not only stem 

from the knowledge and skills of managers, but also from organisational resistance to change, 

something that managers tend to find burdensome to manage when driving change, giving 

increased complexity to the role of manager of change, and one that managers can’t always 

prepare for (Hrebiniak, 2006). 

2. Inadequately planned and defined strategy is a barrier that comes from the disorientation 

and confusion that badly planned and defined strategy can result in. Such a strategy can lead 

to problems with the information and communication of the strategy and as such also make 

the operational activities in themselves harder since the structure is unclear (Hrebiniak, 2006). 

3. The absence of model execution strategy is the third barrier and it presents a want for clear 

structures, models, to handle strategy execution. An absence of models and frameworks leads 

to decisions being taken in an unstructured way, without a holistic view and possibly even in 

affect, resulting in that certain activities and decisions can be made without considering the 

full picture and, ultimately, might even become contradictory. The barrier is therefore one 
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where leaders cannot take decisions and implement changes according to the structure and in 

the correct order (Hrebiniak, 2006). 

4. Is one that stems from problems with communication, based in the information being 

inadequate in itself or in distribution and an ambiguity in responsibility. A foundation for 

execution of strategy is information sharing, needed to gain participation from all ends of an 

organisation and to decrease the resistance to change that comes from unclear information and 

the confusion, insecurity and uninterest that tends to follow. Regarding the ambiguity in 

distribution of responsibility it can lead to the withholding of information, which can create 

further distortion in the execution of specific activities (Hrebibiak, 2006). 

5. Conflicts with encouragement/motivation influences the conflicts that occur with strategy 

execution and the elements that are complex to change. The managers responsible for strategy 

execution are often put in a position where they must persuade staff to perform activities in 

line with the execution of the strategy, even when it is against for example the culture of the 

company, which affect the effect the managers have on the organisation. (Hrebiniak, 2006). 

A barrier to strategy execution that has gained more notice in later years is the increased 

complexity and volatility in the world (Kotter, 2014; Pascale, 1999). This increased 

complexity has according to Busulwa et al. (2019) three main influences on strategy 

execution. Firstly, it changes the degree on which one can trust the forecasts that the strategy 

is based on due to growing unpredictability of the future. The second main influences is if a 

deliberate strategy or emergent strategy will be realised, or if it will be a mix of both where 

the latter tends to result in better effectiveness of strategy execution (Busulwa et al., 2019). 

Thirdly, and perhaps most importantly, an increased complexity affects the employees 

perceptions and, in turn, their commitment levels. All employees have and make their own 

perceptions of reality and consequently also of change in a company and their own 

consequent future within in. The barrier-creating problem is however that complexity makes 

their predictions less accurate, something that can have a particularly damaging effect as the 

employees perceptions is the basis for their levels of engagement and decisions which can 

have a negative influence on the effectiveness of strategy execution. 

 

2.2.2.2. The Activity-based process model 

 

The process model for studying organisational IS strategizing and it’s outcome presented by 

Henfridsson and Lind (2014) has been adapted by Chanias and Hess (2016) for general use 

when studying digitalisation processes. The model is based on two disciplines. One basis for 

the model is the Strategy-as-Practice perspective on strategy research (Chanias & Hess, 2016; 

Henfridsson & Lind, 2014). Focusing on the activity-based Strategy-as-Practice view of 

Jarzabkowski (2005; 2010). The Strategy-as-Practice discipline stems from a desire to 

understand how a company’s strategy has been formed and from what it emerged, in contrast 

to traditional strategy research which has been focused on content, i.e. studying what 

decisions were taken (Chia & MacKay, 2007). The Activity-based process model is described 

by three research phases, contextual conditions, the Activity-based production of strategy 

contents and the strategy outcome. 
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Figure 2 - The activity-based process model as seen in Chanias and Hess (2016) adapted from Henfridsson and Lind (2014). 

The contextual conditions mark the beginning of the strategy development process. It is 

assumed that an occurrence caused by circumstances of external or internal factors has a 

triggering effect, initiating strategic action (Henfridsson and Lind, 2014). When the strategy 

development is initiated it is therefore either proactive or reactive, depending on whether it is 

to address the extraneous or the internal environment (Chanias, Myers & Hess, 2019).  

The Activity-based production of strategy contents comes from an understanding that a 

company’s community, encompassing an array of “coexisting sub-communities with 

heterogeneous backgrounds” (Chanias and Hess, 2016, p. 3), discern the initiation of strategy 

development by strategic-level executives as a call to execute strategy. The sub-communities 

accordingly approach the deliberate strategy created by the executives in order to further 

evolve and expand the strategy by generating contents by way of their own emergent actions. 

Doing this the sub-communities derive from their locally technology-mediated practices 

which can promote or hamper strategic action. The produced content becomes emergent 

strategy aspirants based in already existing practices that might appear as parts of an emerging 

strategy if they have a foundation from the organisation’s community in large (Henfridsson 

and Lind, 2014). If the emergent strategy is unaccomplished it might still be proven valuable 

as learnings for future developments (Chanias and Hess, 2016). 

The strategy outcome is the realised strategy amalgamating both the deliberate strategy and 

the emergent (Mintzberg, 1978; Henfridsson and Lind, 2014). 

 

2.3. Change management 

 

Having the ability to manage changes is crucial for how an organization succeeds in 

developing and remaining competitive. Change management has been defined as the process 

of continually renewing an organization's direction, structure, and capabilities to serve the 

ever-changing needs of external and internal customers (Todnem, 2005). While others define 

it as “handling the complexities of travel. It is about evaluating, planning and implementing 

operational, tactical and strategic journeys” (Paton and McCalman, 2008, p. 4). Regardless of 

the exact definition, it is generally known that change management is of great importance to 
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succeed in developing organizations, this has led to the fact that the ability to lead change has 

become a highly demanded ability when organizations recruits new leaders (Todnem, 2005). 

Although the fact that the importance of the ability to drive change is well known, many 

organisations are lacking the necessary skills to undergo changes. In fact, around 70 percent 

of all change initiatives taken in organizations fail in implementation (Paton and McCalman, 

2008); Todnem, 2005). This is believed to have to do with the lack of a clear framework for 

how to effectively implement and manage organizational changes (Todnem, 2005). Cameron 

and Green (2009) highlight some of the parameters that are particularly crucial in the process 

of change, namely the context of the change, the type of change needed, the prevailing 

culture, the individuals involved and their personalities, the teams involved and their 

configurations. When it comes to changes such as installing new technology, downsizing, 

restructuring, or trying to change corporate culture, the grade of successful transformations is 

particularly low (Cameron & Green, 2009). 

  

2.3.1 Challenges with organisational changes 

  

John P. Kotter has in his article, Leading Change: Why Transformation Efforts Fail from 

1995, listed the 10 most common reasons why organizations fail with their transformations. 

Kotter has reviewed over 100 companies and identified a number of common patterns for the 

companies that succeed with their transformations, as well as a number of common patterns 

for the companies that did not succeed. Below are the ten factors that Kotter points out as the 

most common causes of failed transformations. 

1.      Not establishing a great enough sense of urgency 

Kotter (1995) believes that the most successful change efforts take place when companies are 

under pressure, because when the company are under threat, all employees understand the 

seriousness of the situation and the importance of a transformation. A major challenge with 

change work is therefore to communicate the information about the change, and to make it 

sufficiently dramatic in order motivate the employees. Kotter (1995) argues that poor business 

results can sometimes be beneficial for change work because the fact that the company loses 

money causes the staff to understand the seriousness of the change process. This means that 

companies that do not generate weak results have a challenge when it comes to motivating the 

employees for the transition work, since there is no crisis to connect it to. Kotter (1995) 

believes that 50% of the companies he studied fail in this phase because the managers 

underestimate how difficult it is to get the staff to go outside their comfort zone and become 

motivated for a transformation. 

2.      Not creating a powerful enough guiding coalition 

Strong renewal programs are often started with a coalition of two or more people, who then 

grow steadily as information about the plans is spread in the organization. One factor that can 

create problems for the change work if is the importance of building a strong coalition that 

supports the transformation. Proposals for changes in most companies encounter resistance 

from staff in the organization, the coalition behind the changes therefore rarely consists of all 

managers in a company, at least not from the beginning of the change process. Depending on 

how big the company is, the coalition can initially consist of 5, 10 or up to 50 people who 
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together are powerful when it comes to titles, information, expertise, reputation and 

relationships. Together, this group develops a vision in which direction they want to develop 

the company. The crucial step is when this group are about to grow and to create full support 

for the change in the whole organization. One common mistake that occurs among companies 

facing change work is that they underestimate the importance of selling the vision to their 

employees. In addition to underestimating the importance of a strong coalition, the lack of 

effective teamwork is another factor that can complicate this step. 

3.  Lacking a vision 

After the coalition has created a strategy to achieve the vision of the change that they want to 

implement, it is time to communicate it to the organization. Kotter (1995) believes that the 

visions in many cases are far too complicated and difficult to understand. Although the 

leaders have a clear direction as to where they want to bring the company, they struggle in 

getting the employees onboard since they cannot describe the change in an easy way. Kotter 

(1995) believes that a useful rule is that the company's vision should be able to be 

communicated in a simple and understandable way to someone in five minutes or less, 

otherwise the vision is too complicated and needs to be simplified in order for the employees 

to support it.  

4.     Under-communicating the vision by a factor of ten 

To reach success with a comprehensive change process, it requires that many people are 

prepared to make great sacrifices. The employees of a company will not be willing to make 

this kind of sacrifice if they do not believe that the change is possible and necessary. Building 

up the necessary motivation among the staff is therefore important and here, Kotter (1995) 

believes that the lack of reliable communication is the lack of factor in many companies. The 

guidelines from Kotter are simple, the company must use all available channels to 

communicate vision and goals, both newsletters and articles and internal website. Another 

important factor to succeed in conveying motivation is that managers really live up to their 

words and become symbols for the corporate culture. 

5.      Not removing obstacles to the new vision 

The fifth factor that Kotter (1995) highlights as a common problem with companies that are 

undergoing a transformation process is to remove the obstacles that exist along the way. 

According to Kotter (1995), even if the employees understands the vision of the change, there 

are in many cases obstacles along the way that block employees from following the planned 

path. Sometimes these obstacles lie in the organizational structure, sometimes it is a specific 

person within the organization that constitutes an obstacle and sometimes the obstacle is in 

the staff's heads consisting of doubts. If the managers of the company lack the ability to 

identify and remove this type of obstacles, and thus fail to create the conditions for the staff to 

succeed in the change work, it will generate major concerns in succeeding with the 

transformation work 

6.     Not systematically planning for and creating short-term wins 

Implementing changes that remain as permanent in a company takes a long time. In order to 

maintain motivation for change in the staff, it is important that the managers set short-term 

goals. This is something that far too few companies that undergoes major changes does, 
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which means that many companies lose momentum in the transformation after a certain 

period of time due to the employees not seeing any benefit from the new work processes. 

7.  Declaring victory too soon 

The seventh factor that Kotter (1995) highlights as problematic in connection with 

transformation processes is that managers who declares victory prematurely. This can result in 

the organization perceiving that it is already in finished with the change work, even though 

the company only has seen some positive initial results. That some managers want to 

emphasize the success of change can sometimes have to do with the fact that they want to 

prove to the opponents of the transformation that the company has chosen the right path. 

Kotter (1995) means that this can be a significant mistake that puts the whole transformation 

in danger. 

8.     Not anchoring changes in the corporation’s culture 

The last factor that can destroy the implementation of a successful digital transformation is 

that companies fail to incorporate the new changes in the organization's culture. Not until the 

new changes have become part of "how we do things here", and the company's social norms 

and values, the company can be sure that it is a permanent change. New initiatives and 

changes tend to break down, be overlooked and removed over time if they are not really 

integrated into the current culture. It becomes particularly vulnerable if the company changes 

its CEO or any other significant role in the company where the new manager wants to put his 

own touch on the business. In order to ensure that the changes remain in the long-term, it is of 

the great importance to truly anchor the transformation in the organization's culture and that 

the corporate managers really personalize the new approach. 

  

2.3.2. Steps for successful change management 

  

Paton and McCalman (2008) has developed a model where they highlight the most important 

factors for successful changes in organisations. In order to be able to exploit the 

transformation at all, it requires that the organisation has knowledge of the circumstances 

surrounding a situation, an understanding of the interaction and the potential impact of 

associated variables. When the organisation has these factors in order, they are able to. The 

model highlights four layers that are particularly important in the implementation of change 

work. In order to succeed with the transformation, organizations must focus on all four layers. 

The processes take place at different levels in companies and involve different actors within 

the organizational hierarchy. 

The four layers and their key focus: 

1. The trigger layer: identification of needs, these should be formulated as opportunities rather 

than as threats or risks 

2. The vision layer: establishing and communicating a vision based on where the company is 

heading and what opportunities they want to use 

3. The conversion layer: ensure that the necessary resources exist and that they are mobilized 

right within the organization 
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4. The maintenance and renewal layer: identify methods for maintaining and developing 

changes in attitudes, values and behaviours 

When it comes to the trigger layer, it is important that the organization understands the drivers 

of the change process and that this is communicated to the entire organization. This is a 

prerequisite for getting the whole organization involved in the transformation. Many leaders 

believe that their employees are afraid of and dislike changes. This is, according to Paton and 

McCalman (2008), a misconception, in general, people are open to change, as long as they get 

a clear explanation why the change takes place so that they can understand the purpose of the 

transformation. Many leaders are afraid to communicate information about changes due to 

fear of resistance. However, instead of avoiding information sharing, a leader needs to be very 

clear in communicating what is going to change and why. The trigger layer manages this 

challenge by emphasizing the importance of understanding why the change is implemented. 

To be able to communicate a purpose to the organization, it has to be stated why the change is 

being done. 

When the organisation's leaders have identified why the company needs to make a certain 

change, it moves into the second layer of the model, the vision layer. Here, the focus is on 

communicating information about the change. The most important factor with the 

communication is about formulating the purpose of the change as an opportunity, to avoid the 

change being perceived as a threat to the employees. If the leaders fail to communicate the 

change as an opportunity, there is a risk of encountering resistance from the organization, 

which considerably complicates the implementation of the transformation. The chances of 

succeeding with the transition work increase significantly if the leaders succeed in conveying 

the purpose of the transition, as this creates a general understanding of what is going to 

happen and why. It is necessary that these triggers are expressed and communicated 

throughout the organization in clear, identifiable terms. For example, the trigger in many 

organizations is often a crisis, but it does not necessarily have to be a threat. People will 

respond to the challenge of a crisis but can react negatively to a threat. Expressing a possible 

crisis as an opportunity for change will promote the process. In that way, it is important that 

the message in which the trigger mechanism is transferred to the organization is clearly 

expressed as an opportunity and communicated in a clear way. The possibilities of 

successfully implementing changes are significantly improved when everyone concerned has 

a common understanding of what is going to happen and why. When the purpose of the 

conversion has been communicated to the organization, it also remains to create a goal for the 

company. By identifying where the company are today and visualising where the company 

want to be after the change process, the purpose of the transformation will be clearer for the 

employees. 

The third layer, the conversion layer, is about selling the change to key persons in the 

organization and assigning the key activities of the transformation to different people in the 

organization, in order to create a clear ownership of the work to be done. It is of great 

importance to ensure that the necessary resources are available and that they are allocated 

right within the organization in order for the transformation's implementation to be made 

possible. It is also of great importance that the people with particular important roles in the 

transformation process stands behind the change that is to be implemented. Factors such as 

having a feeling of contribution are particularly important with these people, as they need to 

lead the organization through the process. At this point in time, the vision needs to be broken 

down into smaller elements and designed in more detailed approaches. If the organization 
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fails at this stage, it is not unusual that different parties later accuse each other of carrying out 

things without having anchored it with other decision-makers in the organization. It is 

therefore important to let the third layer take its time and to set up a prepared plan for how the 

vision is to be realized. 

The last layer, the maintenance and renewal layer, is about renewal and maintenance of the 

transformation processes in order make it continue. As the transition work at some stage will 

turn into an everyday life for the staff, and its vision and strategy will be forgotten, there is a 

risk of losing speed and efficiency in the transition work. The fact that the involvement of the 

employees will be reduced over time means that fewer new ideas are coming in and that a 

type of convenience is emerging that inhibits development. In order to avoid this type of 

development, it is important that the managers allocate the right resources for the further 

development of the original vision, and that the motivation is sustained among the staff. 

Factors such as a constantly developing attitudes, values and behaviours within the 

organization are particular important. The most important factor for making the 

transformation process continue is that managers start to see change work as part of everyday 

work and as a constant ongoing process, rather than something that happens over a short 

period, hence, communicates this approach to the whole organization (Paton and McCalman, 

2008). 
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3. Method 
 

This chapter aims to describe the methodology used for this thesis. The study has a 

hermeneutic base, an abductive approach to reasoning, and a qualitative method. Further, 

the choice of respondents and method for data collection and analysis are described. Lastly, 

the credibility and quality-criteria of the study is discussed.   

 

 

3.1. Research Approach 
 

In this thesis, the authors have performed a study using qualitative interviews and an 

abductive approach to reasoning based on grounded theory. 

 

3.1.1. Approach to reasoning 

 

There are three research approaches one can take in a study: deduction, induction and 

abduction. In a deductive research approach, the baseline is what is known about something, 

i.e. the existing theories that are assumed to be true, and through them hypotheses is created 

which will then be tested in order to either be confirmed or rejected after an analysis with the 

empirical evidence (Bryman & Bell 2017). In an inductive research approach, one first 

collects empirical data, which is then linked to theories, the theories being motivated by data 

collected. Induction therefore means that one can reach generalisable conclusions by 

interpreting empirical data with theories. 

The approach to reasoning chosen for this thesis is however the abductive. The abductive 

approach is a primarily qualitative viewpoint that stems from an understanding that no 

research can be entirely inductive, and therefore combines both the inductive and the 

deductive approach to reasoning (Bryman & Bell, 2017). The aim is generally, like in the case 

of this thesis, to create new or expand theory, which could be attributed to the inductive side, 

while having a want for hypothesis that stems from a deductive approach.  

By using a combination of deduction and induction a Post hoc ergo propter hoc1 way to think 

is used (Velázquez-Quesada, Soler-Toscano, & Nepomuceno-Fernández, 2013) and new 

insights can hopefully be found, creating a need to expand existing theory. In this case it has 

been done primarily by looking at theories of challenges and barriers existing in the field of 

strategy planning and execution, creating a operationalisation-chart and interview-questions 

from said theoretical foundation and then applying them to the comparatively understudied 

field as digital transformation. To create knowledge, both theories and empiricism are needed, 

and it is difficult to imagine one without the other and we have, by the collection of our 

empirical material, been forced to revise our theoretical foundation to provide a better 

foundation to the answers received on the interview questions.  

 

 
1 After this, therefore because of this (Nationalencyklopedin, n.d.) 
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3.1.2. Hermeneutics 

 

This study is anchored in hermeneutics. This focus has a foundation in that the connotation of 

any individual part is only understood if it is linked to the entire entity, whilst the entire entity 

only can be understood from the sum of individual parts. In hermeneutical research the 

foundations of human existence is studied, interpreted and, if successful in the research, 

understood, it is consequently what is called interpretative theory (Patel & Davidsson, 2011). 

A company, or any organisation, does no occur as a natural phenomenon, it is under 

continuous construction by socially constructed beings, the people that has an influence on the 

company (Marschan-Piekkari & Welch, 2004). Individuals seek to refer their interpretation of 

the world by looking at how others are acting and accordingly, the construction of reality is 

invariably dynamic and changing, a perpetual exchange of various actors’ perceptions and 

behaviour (Marschan-Piekkari & Welch, 2004). When exchange occurs between the socially 

constructed world of an individual and the world where a specific circumstance occurs an 

opportunity for interpretation arises for a hermeneutic researcher (Marschan-Piekkari & 

Welch, 2004). An interpretation that in this study is focused on language, language according 

to Patel and Davidsson (2001) being a means by which human reality can be, by 

interpretation, presumed. Hermeneutics is therefore a very valuable aspect for this thesis since 

the aim is to study practice and, consequently, specific individuals interpretation of said 

practice. It has as a result been allowed to permeate the entire research in this thesis.  

 

3.2. Research Method 
 

The research method seen by us as most suitable to answer the purpose and research question 

of this thesis was the qualitative. A qualitative research method is a research strategy that is 

based on words in the data collection and analysis with an aim to interpret answers given 

regarding a specific phenomenon (Alvesson & Sköldberg, 2008; Bryman & Bell 2017). This 

interpretative epistemology described by Bryman and Bell (2017) has been relevant to this 

thesis since the basis is an interest in the reality that managers attribute to their world, in this 

case regarding challenges with strategy execution for digital transformation. Constructionistic 

ontology, as described by Bryman and Bell (2017) has also been an important knowledge-

point for this study. The ontology is founded on that everything is created by actors who are 

under constant social construction (Bryman & Bell, 2017).   

How organisations and individuals within them understand the world they have constructed 

and live in is according to Bryman and Bell (2017) something that qualitative research should 

emphasise. To satisfy the purpose of this thesis that correlates to a need for interpretations of 

strategy development and challenges in a digital transformation. This goes hand in hand with 

the grounded theory that has been the basis for the methodology used for data analysis (Gioia 

et al., 2013). Theretofore, we have also chosen to study a small group of companies, as we 

believed the importance of having a depth in the material, rather than a with, was important 

with the thesis interpretive angle. 

It is important for anyone reading this thesis to note and understand that while our hope is that 

this thesis can lead to an increased understanding of which challenges organisations face with 

their strategy for digital transformation, it will, by its nature, present versions of the world that 

are not in any way final.  
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3.3. Empirical Data 
 

3.3.1. Selection of Companies and Respondents 

 

The sampling form chosen for the semi-structured interviews was a strategic selection, a form 

of non-probability sample. A strategic selection is based factors that by the researchers 

believe to be of theoretical importance (Bryman & Bell, 2017; Trost, 2010). The criteria 

applied to the selection of companies were: (a) the company was not to be what is called born-

digital however they were allowed to have gone through a digitalisation before; (b) they had 

to have performed or be in the process of performing a digital transformation; (c) they had to 

have structuralised their digital transformation; and (d) they had to have more than 250 

employees and a turnover over 1 Billion Sek. In total, the sample consists of 8 respondents.  

 

The companies were firstly selected by using lists of turnover and number of employees 

available at largestcompanies.se after which they were scanned to answer criteria A. 19 

companies were then contacted by phone where we asked to speak to either the CIO, or, if 

they were unavailable, to someone else in the management team. In addition to this another 

group of companies were contacted via email, either directly to a CIO or equivalent person or 

if the company had a special liaison for students, to said liaison who then put us in contact 

with the most suitable person. The companies were thereafter themselves allowed to judge if 

they filled criteria b and c since both those factors are ambiguous to each company.  

The difference in number of respondents at the companies are due to several factors. It is 

partly due to how far the company has come in their digital transformation, where some areas 

of responsibility, specifically within strategic issues, have been rather unclear. It was therefore 

a challenge to get in contact with the right individual based on the study's perspective. 

Additional factors were the size of the companies, the size of their units and their position, 

when applicable, within a group. The motive for the authors' choice of respondents is based 

on the following factors; (1) the respondent has a perspective on development of strategy 

within the specific company; (2) the respondent has intimate knowledge of their company’s 

digital transformation; and, (3) the respondent has knowledge of the effects of the developed 

strategy. These criteria were listed to each company and after they presented possible 

respondents also to every one of them in order to give them a chance to reflect over whether 

they filled said criteria. 

In this study this has been done by the admittance only of companies that are part of a concern 

since companies with a semi-independent strategy making, or that generally are in a position 

where they have to take consideration to other companies has not been researched and might 

be interesting in the eyes of us as researchers since they might face other challenges than 

those companies that are fully independent. This is however not a study of one concern, every 

company belongs to different concern but in a varied position. Two of the companies (C & D) 

are concern-companies, Company A is an important actor within a concern being in charge of 

the Nordic countries, company B is the Swedish entity of a concern that has a company for 

each country they operate in and lastly, company E, is a company within a Swedish concern 

where the concern acts as a shell and all companies, in thought, are independent. All in an 

effort to minimise and maximise different similarities and get views from different parts of 

the corporate scale.  
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Two of the companies has more than one respondent, for company A it stems from a 

foundation that no individual had the scope necessary to answer all our questions, for 

company E the reason is that the respondents speak of different time-periods. In line with this 

the empirical material for company A has been presented jointly but with differentiating 

answers highlighted where they have existed. For company E the respondents have been 

presented individually since their opinion and the variables they worked under are different 

from each other. 

 

 

 

Table 1 - The Respondents 

Respondents Title Company Interview 

time 

When involved 

in the digital 

transformation 

of the company 

Interview 

media 

1 CEO A 75 min Whole time Face to 

face 

2 CCO A 60 min Whole time Face to 

face 

3 Head of Supply 

chain 

A 40 min Whole time Face to 

face 

4 CIO B 70 min Whole time Face to 

face 

5 

  

Group-CIO 

  

C 

  

90 min Whole time Face to 

face 

6 Senior VP, 

Group 

Communications 

D 45 min Whole time Telephone 

7 CIO E 60 min From 2018 Skype 

8 Head of Strategy 

and digital 

development 

E 60 min 2016-2018 Skype 

 

3.3.2. Additional expert interview 

 

In order to add another dimension to the analysis of the five companies' work on digital 

transformation, hence, complement the theories with the latest methods within digital 

transformation, we have chosen to also use an additional data source. Therefore, we have in 

addition to the interviewed companies also conducted an expert interview with Hans Gillior. 

Gillior is a specialist in IT, digital transformation, and the corporate effects of digitalization 
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and globalization. He runs the company The Goodwind Company, where he, as a consultant, 

helps companies with the planning and implementation of digital transformations. The 

interview was c.45 minutes long and was performed on Skype. 

 

3.3.3. Data Collection 

 

The study in this thesis is based on what is called primary data, a type of empirical data 

collected by us researchers due to a scarcity in existing empirical data to answer the question 

posed in this thesis (Alvehus, 2013). 

In this thesis we have chosen to conduct interviews. Marschan-Piekkari and Welch (2004) 

define an interview study as a study where the empirical data is founded on verbal 

communication between respondents and researchers. Since there are few theories about how 

to develop and execute strategy for digital transformation when taking in challenges the 

interviews can help us as researchers to discover connections or situations that have not 

previously been documented (Marschan-Piekkari & Welch 2004).  

The type of qualitative interview that has been chosen is a semi-structured. Since this thesis is 

intended to be open as a rule, giving the respondents decision-power over what they see as 

important in the context brought to them, strategy development, while steering them to speak 

of specific situations, i.e. the digital transformation and challenges experienced, it was seen as 

appropriate, for as argued by Bryman and Bell (2017) semi-structured interviews are suitable 

when a thematic focus area has been defined for the study. 

As has been mentioned before this is a study forced to take into account the fact of social 

constructivism, especially in regard to interviews. When researchers listen to interviewees 

about their view on a certain subject, the understanding of the subject is increased, but nothing 

of what has been said can be discerned as true fact (Bryman and Bell 2017; Widerberg 2002). 

A study made by a qualitative method cannot, therefore, be generalized outside of the studied 

group (Bryman & Bell, 2017). It is therefore imperative that readers understand that in an 

interview study as this thesis, the insight and situational background put forward by 

interviewees will be emphasized but that the material nonetheless can be considered final, but 

instead aim to advance something, in this thesis a theory, that subsequently can be used to 

guide companies in a wider context. 

The interviews that have been performed to collect the data have been based on an interview 

guide that in turn was constructed based on a operationalisation chart. We have created the 

interview guide based on the themes presented in the operationalisation. The reason for the 

use of an interview guide is, as pointed out by Häger (2007), that it offers more structure in 

the interview where we as interviewers can continuously control the information received and 

the questions asked against a template to ensure that everything that is researched is asked and 

answered. In order to create the interview guide an operationalisation chart was constructed 

and can be found in appendix 1. 

As interviews were this study’s only source of data the questions were created to ensure 

comprehensive answers in line with the question and purpose and built upon the problem and 

theories presented. The questions were open in nature in order for the answers to be 

unaffected except in the parts concerning challenges put forward in the literature review 

where some questions were closed. The respondents were always allowed to speak their mind 

without interference from us as interviewers in order for them to feel that their thoughts were 

appreciated and correct so as in order for them not to be influenced by us as researchers. The 
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use of follow-up questions has been extensive during the interviews for clarification and when 

respondents spoke of matters not mentioned in the interview guide. The respondents have also 

been allowed to reflect before answering and no interview was conducted under pressure of 

time. 

For reliability and not to overlook what has been said all interviews have been recorded. We 

have not found it to be the case that the respondents, as put forward by Denscombe (2016), 

where uneasy with being recorded and our judgement is that it did not affect the answers 

given. We did however not see a need to record the interviews with anything but audio which 

can have a detriment in that when looking over the sometime material the non-verbal 

communication is lost. The judgment was however that an audio recording, since it records all 

communication that can be transcribed, was enough for our purpose (Patel & Davidson, 

2011).  

A verbatim transcription of the audio has however taken place which, in line with Denscombe 

(2016) facilitates the analysis of the empirical material. A selection of the transcripts has been 

made into the empirical data presented in this thesis as not all that was said and transcribed 

serves to answer purpose of the thesis. The transcripts have however constantly been at hand 

in case information needed clarification. In the same effort all but one respondent have 

allowed us the chance to contact them again in need be. 

 

3.3.4. Data Analysis 

 

In accordance with the Gioia research methodology as explained in Gioia et al. (2013) we 

have, after the interviews have been made and transcribed, conducted a systematic analysis of 

the material in order to facilitate interpretations of a theoretical kind. The analysis process has 

been made through three steps: Identification of important themes within the collected data; 

Identification of important elements based on the research question; Where applicable linked 

identified dimensions to theory. 

Coding and thematizations are according to Bryman and Bell (2017) valuable tools, especially 

when what they call theoretical saturation occurs, meaning that codes have occurred 

numerous times when the material from the interviews conform in some way regarding 

specific categories. It is imperative, therefore, that the interpretations are made continually in 

order for the themes to be correlated (Bryman & Bell, 2017). This has primarily been 

applicable in the making of 1st level categories when the statements have been considerable 

in number. 

The data has firstly been catalogued in 1st level categories were the transcriptions has been 

formulated by a categorisation conformed to apt themes (Corley & Gioia, 2004; Gioia et al., 

2013). The 1st level categories and their thematizations were constructed through a 

correlation of similarities and differences, all in a step to codify a generalization of themes. 

This has been made with a broad brush and all statements that carried meaning where noted 

and later, upon inspection and analysis grouped together into appropriate second level themes 

which then likewise were grouped together into aggregated dimensions when that was 

applicable, and if inapplicable were left and contained as 2nd level themes. 
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Figure 3 - Simplified example of data structure based on Gioia methodology as presented in Corley and Gioia (2004) 

 

After the coding phase was completed, we analysed and interpreted the material. The 

empirical material we could use was assembled, arranged and critically inspected. By 

arranging the categorisations and themes we could interpret the answers of each respondent 

and examine them in contrast with each other, with the aim to find differentiating or 

correlating answers whilst trying to find what the reason for why the answers corresponded 

the way they did (Gioia et al., 2013). 

 

3.3.5. Quality Criteria 

 

Credibility and quality is of the utmost importance in all research. For this thesis the words 

reliability and internal/external validity has been borrowed from traditionally quantitative 

research to describe the study’s credibility and measures that have been taken to keep both as 

high as possible.  

Reliability in qualitative studies is according to Kvale and Brinkmann (2014) a question of 

whether the same conclusions would be drawn if a study was to be reproduced under similar 

circumstances. This contains however certain problems worth noting. Firstly, an interpretive 

qualitative study based on interviews cannot be replicated in any exact terms since it is a an 

exclusive circumstance based on a socially constructed setting that is invariably shifting, 

secondly what can be described as social constructivism is continually changing the way 

eventual respondents see and interpret matters, and thirdly that most variables are changed in 

the space of time (Denscombe, 2016).  

Errors of direct faults in the collection of empirical material and analysis is also a factor that 

can decrease reliability (Patel & Davidson, 2011). The human factor can also, as Esaiasson et 

al. (2012) has pointed out, decrease reliability in the form of misinterpretations, overlooked 



29 

 

signals etc. but to combat this we have, in line with Kvale and Brinkmann’s (2014) 

recommendation, continuously taken notes during the interviews and asked further questions 

when applicable, something they believe strengthens the reliability of collected material. 

In criticism to the reliability of this thesis it should be duly noted that a strategic selection and 

the form of interview guide used, and that a strategic selection, in its nature as non-objective, 

and as implemented when searching for respondents for this study, has an unfavourable effect 

on reliability. Our individual views might have been allowed to take a subconscious part in 

the making and structuralisation of the interview guide and on the choice of respondents. 

However, our understanding of this has prompted us in our capacity as researchers to be 

highly alert to the fact which can again strengthen the reliability. In an effort to decrease the 

danger of misinterpretations the questions have been conventionalised and abridged as far as 

possible and we have, in the same effort, used elementary words while professional terms to 

as high extent as possible have been excluded if a circumspect style has been applicable. In 

order to not only ask questions the right way but also ask the right questions we have 

performed a small literature review to gain knowledge about both digital transformation and 

strategy development and how it is affected and the operationalisation and interview guide 

have been created based on the theories that emerged from the literature review as well as the 

purpose. To advance the reliability further all communication between the respondents and us 

researchers have been recorded and saved and the respondents have been asked, and agreed to 

be available for further questions and explanations, they have also all but one agreed to look 

over the empirical data and they have given their approval to the picture that has been 

presented. 

According to Ejvegård (2009) and Kvale and Brinkmann (2014) a study’s validity is the 

degree that a study assesses that which it has been predetermined to study. It is something that 

is imperative in the study from start to finish according to Patel and Davidson (2011) and we 

have therefore endeavoured to carry it with us through the whole process of writing this 

thesis. In that aim we have, in accordance with Kvale and Brinkmann (2014) and Patel and 

Davidson (2011), on a continuous basis, made sure that all data has been scrutinized, clarified 

and construed from a theoretical standpoint. To further strengthen the validity of the thesis 

Denscombe (2016) describes the importance of good practice in the collection of empirical 

material and the analysis of the same. To comply with said good practice we have amongst 

other things made sure that the sources, i.e. the interviews, have been conducted with 

respondents who possess relevant information, experience and knowledge regarding the 

chosen study area of strategy development and digital transformation.  

What strengthens the study's credibility and subsequently validity is that the respondents have 

personally been and are active in their company’s digital transformation, the strategy 

developed for it and therefore also knows the results of the strategy. The validity and 

reliability of the information given by the respondents are however worth discussing. Kvale 

and Brinkmann (2014) describes a problem where information given to researchers can be 

somehow limited due to what a respondent sees as company secrets and or embellished since 

respondents are likely to want to enhance the picture given of the company they work for 

rather than divulge possibly unfavourable information. To tackle this highly problematic 

factor and decrease the likelihood of respondents conscious or subconscious selectiveness 

with what information they divulge we have been clear with each respondent that they have 

total anonymity and that none other than ourselves will have access to material from which 

one can discern what companies and respondents we have interviewed. We have also 

scrutinized all statements made to assess validity in accordance with Kvale and Brinkmann 

(2014). Lastly, in an effort to increase validity in answers to questions posed, each respondent 

received a description of the study beforehand via email and each interview began with a 
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walkthrough of the topic, and directions for the interpretive stance, and in what way we 

wanted them to answer, i.e. freely and that it was our job to assess what they said, not theirs to 

edit their answers, we aimed to decrease the prospect of the respondents editing their answers 

to what they believed that we wanted to hear. 

To criticise the external validity the generalisability in a small sample is a question for 

frequent debate and according to some researchers the conclusions drawn from a small 

population does not carry external validity and are as a consequence irrelevant. However, as 

pointed out by Esaiasson, Gilljam, Oscarsson and Wägnerud (2012), a large population with 

substantial internal validity in not a guarantee for a possibility of suitable generalisation and, 

therefore, a high internal validity does not automatically generate an external validity. Despite 

the small sample and possible critic against its generalisability the study and results presented 

in this thesis should not be overlooked just because of the aforementioned criticism. 

According to Yin (2014), a researcher who analyses and generalises the findings of a strategic 

selection to create theory can find things of importance for subjects close in form to the 

chosen population, meaning that in spite of a small selection a possibility for results with 

external validity still exist if interviewees answers in coherence with each other resulting in a 

saturation in the empirical material. 
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4. Empirical Data 
 

This chapter presents the empirical data collected in the conducted interviews. Each company 

is presented individually in order to clarify the companies' different perspectives on digital 

transformation. The presentation of each respondent begins with a description of the 

company, and a description of the interviewee's role in the company whereafter follows the 

respondent’s view on the topic studied. The interview held with the digital transformation 

specialist is also presented. 

 

 

4.1. Company A 
 

4.1.1. Description of the company 

 

Company A is a leading steel solutions company in Scandinavia with a revenue of 

approximately 1,7 billion SEK in 2017 (Respondent 1). The company is a part of the 

distribution entity with seat in Germany, of an international steel concern with a revenue of 

approx. 85 billion SEK. The business idea is to reconfigure, pack and take care of readymade 

steel to make solutions for their consumers. The focus of the organisation is commercial with 

a strong sales agenda, selling their tubes and solutions. “We are stock keepers and vendors” 

(R1). The company is “region north” (R1) and is in charge of the sales within the Nordic 

region. 

 

4.1.2. Description of the respondents 

 

At Company A, three respondents have been interviewed and, due to anonymisation they will 

be known as Respondent 1, 2 and 3. Respondent 1 (R1), interviewed 2019-03-29, Respondent 

2 (R2), the Chief commercial officer, interviewed 2019-04-01 and Respondent 3 (R3), Head 

of Supply Chain Management, interviewed 2019-04-09.   

Respondent 1 is the CEO of the company and sits, together with the other CEO’s of the 

distribution entity of the concern, in a CEO-group where strategy for the companies in 

distribution are set. 

Respondent 2 is the Chief Commercial Officer and heavily involved in digital transformation 

of the company as head of the division primarily affected. 

Respondent 3 is Head of Supply Chain Management. 

 

4.1.3. Describing the distribution entity 

 

The distribution entity of the concern is in practice run as a separate concern from the real 

concern and have a central function with Vice presidents for the various functions and 

processes (R1). As such it is the central function that takes charge of the strategy for their 
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“digital journey” (R1) and own what the respondent calls “the umbrella” (R1). The aim is to 

standardise all 30 companies within the distribution entity that have different cultures, ways to 

work, etc.  According to Respondent 1 the structure is in some ways one of their success 

factors, but the respondent also claims that when the aim is to standardise and get results 

together it can also be a complicating factor. The VP’s and those in charge for individual 

processes work closely with the locale companies to get input, what is important to their 

market, and what they are going to work with. The respondent 1 further claims that the there 

is a close cooperation notwithstanding that the central function sets the strategy and that their 

ability, primarily through R1, to have an impact on strategy is strong and that when it comes 

to the strategy for their “digital journey” Company A has been a driving force (R1; R2). 

 

When asked if the taught is that each company is to be allowed to implement the strategy set 

by the distribution entity based on their individual capabilities Respondent 1 claims that that 

is the ambition but that many of the initiatives comes from local companies, for their digital 

transformation from Company A, and another company in Switzerland that are very unique 

and carries out many of the “pilot tests” (R1) in the work to digitally transform, in particular 

in regards to what is called “Commercial excellence” where Company A among other has 

been building digital solutions and taking them to the market. 

 

4.1.4. Description of the digital transformation 

 

According to Respondent 1 the digital transformation that has already taken place has been, as 

it is a sales organisation, focused on commercial excellence, new sales avenues, platforms, 

market automation etc. They have started up a Big Data initiative and, through that, they have 

also started analysing customer behaviour (R1). They are also working with administrative 

automatization and robotization of information (R1). Parts of the transformation had however 

not taken place at the time of the interviews. 

“We want to get rid of ‘waste of time’ that only sits and drums information into a system” – 

R1 

According to R1 the purpose of the digital transformation is to become more cost-efficient 

and increase sales by attracting a larger customer base. The former is however the foundation. 

R2 expands on the purpose, pointing to the value of, for example, meeting their customers 

digitally. That there should be no need to always call or make personal contact with 

salespeople within the organisation. There is a need to remove anything that is not adding 

value, particularly since the margins within steel are so small if you are not a producing 

company. There is a need to make the processes value creating, to sell solutions, that is what 

we can get payed for. 

The transformation of the production side has been delayed due to the need for a new ERP-

system, the implementation of which hasn’t started at the expected time. As soon as it is 

implemented the digital transformation of the production side be more heavily worked on 

(R1). 

 

4.1.5 Strategy Development 
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Respondent 1 claims that it was their strategic analysis of the surrounding world where they 

came to the conclusion that digitalization had been a trend for some time and that they needed 

to take part and adjust to those circumstances. R1 also mentions that the industry is “rather 

conservative” in a general sense and that they saw other companies that started to look at 

digitally transforming and that it breeds a thought that either you get on the train or you are 

left behind. R1 says that they saw that they needed take part there. That they were forced. 

“Then it is this demand to always keep our competitiveness” – R1 

R3 says that, from R3’s point of view, the triggering factor to start developing a strategy for 

digital transformation was that there existed a need to meet customers in other channels than 

the one traditionally favoured. R3 points to effectivization as an important factor. 

R2, when asked about what was analysed in order to develop the strategy, says that an 

analysis of needs would have been beneficial. The reason being that the aforementioned 

analysis that was made, since it was based on the competition, became very angled, many of 

the comments from competitors were negative, the transformations were not running 

smoothly but when, according to R2 they got more knowledge of what a digital 

transformation is, it is so much more than what they first, due to that analysis, saw and 

expected. R2 says that if only that knowledge and information had been at hand the 

transformation would have been faster. 

When it came to the needs of the company R2 says that it was faulty, the looked at the needs 

they believed themselves to have and the needs they believed would come. R2 would have 

wished that it would have been wise if more people had been involved, across more functions 

and up to the management team of the distribution entity. R2 says that it would have been 

beneficial if the decision to work with a digital transformation had been more strict and if it 

has been prioritised better for, while the statement is that the digital transformation should be 

prioritised, it has only low priority in R2’s eyes. 

R2 however says that it was, when it came to the digital transformation of sales and why they 

have taken a lead within the concern, more of an internal process, that the organisation before 

(in 2012) was sprawling, and that more clarity and homogenous processes where needed. R2 

also says that a big challenge is that the central (entity) functions have not been completely 

onboard, that they have been forced to work an uphill battle. R2 however claims that the hill 

is getting less and less steep, something R2 attributes to the fact that Germany and Sweden 

generally are very alike, the challenge according to R2 has been of the kind that Sweden, in 

general, has come much further when it comes to digitalisation than other countries within the 

entity. 

In regard to how the strategy was developed R2 claims that they worked individually from 

each other a few years back but that they soon noticed that cooperation was needed. A local 

organisation and a central organisation do not always get along, a local organisation wants to 

be as independent as possible and a central organisation want to do as much as possible, there 

are built in conflicts. This led to a lot of meetings and discussion to find a way to work 

together. 

Respondent 1 says that the transformation will be gradually be made bigger. They (the 

distribution entity) has no desire to be in the front and take charge of the digital development 

in their industry but are instead to try to follow others and increase their transformation 

projects with time. Asked to compare themselves to their closest competitors Respondent 1 

thinks that they are in the middle of their collective digital transformation endeavours. 
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Regarding what was examined and analysed to develop the strategy R1 only mentions their 

industry-analysis but points out that, it, in retrospection, was limited since they looked at how 

other companies in their industry had acted and what other the industry saw that the market 

wanted. They took a special focus on how their competitors had acted. Respondent 1 gives the 

example of another large company in their industry and that they have started an entire 

department independent from the rest of the company focused on producing digital solutions 

for the company. Respecting analysis of needs R1 says that they have a learning-by-doing 

approach where tools have been created to handle needs as they arise. 

The company analysed the different setups of their competitors and analysed what would suit 

them how they could implement it themselves. 

“It was the analysis of the digital business that initiated this (the digital transformation), we 

have to take steps and a stand in how we should do this” – R1 

Asked if the strategy development for their digital transformation differed from how they 

generally develop strategy respondent 1 answered yes but that it also has been one of the 

challenges, how were they to ensure that it followed through. How are they working with their 

processes, if they transform them, they have to put on the digitally automatic frame of mind, 

according to R1 that is what they are working on, to make it complete. They have defined a 

framework for their digital strategy and broken it down to activities per function. They are 

agreed on how the commercial part of the transformation is to be driven but when it comes to 

their other functions, they, however not lacking in initiatives, haven’t “gotten in to it” (R1). 

Regarding what worked well with developing the strategy respondent 1 brings up the subject 

of Company A together with a swiss company having acted as pilots during the 

transformation and that that, in contrast to other companies within the entity, have given them 

a great deal of impact on the strategy, pointing out the fact that the other pilot-company has 

had other thoughts on how the processes of the transformation should be implemented. 

Respondent 1 also brings up that the best part was and is that all local companies are deeply 

involved. It is according to R1 a prerequisite when, as R1 describes, they have a framework, 

but the realised strategy comes from below in the company, i.e. from within. 

R1 sees it as an engagement for the entire organisation, they have involved the organisation 

by creating project groups that are active in the strategy development for their fields and 

processes, that decide structures and what it should contain. 

Asked if they, in their personal opinion, would have changed the developed strategy before 

the digital transformation started R1 answered that he/she did not know if they could have 

made it very different. The sort of frame that we have created needs to be there, but one 

should not aim so high but rather develop during the transformation process. In some regards 

the develop during the process strategy is what they have had, to take small steps, but R1 also 

points out that when looking at the goals of the long-term digital transformation strategy 

(which was set to be finished in 2020), they are far from there. R1 says that it is hard to set a 

goal that is achievable. R1 however claims that this has given the company experience for 

further processes that R1 sees as valuable. R2, would have wanted a proper and substantial 

budget for the digital transformation since it needs a lot of capital but, at the moment, they 

have to beg for every investment. 

When it comes to the distribution entity, and what R1 calls “the whole” and how that could 

have been made different R1 points to the cohesion and coordination from the central 

functions. 
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“We have worked a lot on local level, which I think is good, but it is at the same time hard to 

get everything together” – R1 

The project-governing and leadership of the transformation should have been more distinct. 

R1 would have wanted a person or persons in charge of coordinating so that the entire group 

become more involved in the transformation. R1 suggests that the governing entity, to keep 

the transformation together, should have taken points and comments from other divisions 

since the transformation has been driven by pilots and no one knows how their (i.e. Company 

A and their Swiss sister-company) solutions that they champion will be received by other 

companies within the entity. Regarding this R1 also points out that if they have made an 

analysis within the entire concern the journey would have been quicker. The Steel entity, 

which is production intense, have reached much further in their digital transformation so there 

exists experience and knowledge within the concern, but the different entities have not 

communicated between them. 

We are strongly fixed towards stock-keeping and sales instead of production but there are 

many parts where we would have been able to benefit from what had already been done 

within the concern by speaking to other entities, but we haven’t done so […] we lacked a 

company-wide analysis” -R1 

When asked what R2 in hindsight would have changed R2 pointed out that the preparatory 

work before developing the strategy was insufficient, if it is so, the transformation will take 

more time, something R2 sees as frustrating, with long decision periods and long 

implementation times. 

R2 also says that there should exist a strong framework strategy but that the strategy per se in 

use should be allowed to emerge from within the companies. He describes it as an umbrella 

that needs to be stronger under which every individual company can find their own way. 

Asked what R3 would have changed R3 is in line with R1 and R2 and says that to make sure 

that everyone understood and saw the transformation in the same way. To decrease the space 

for interpretation since it created more work and more frustration. 

 

4.1.6. Implementation of Strategy 

 

According to R1 the strategy that has been implemented is in coherence with the one 

developed except the fact that they have not reached the goals they set out to, yet. They halt in 

that some things take more time than expected. The major challenge with implementation of 

the strategy stems from the fact that there is a central it-organisation within the distribution 

entity. One of the foundations for the digital transformation is that it is to be done “at speed” 

and, since much is related to systems there needs the feedback from IT need to come quickly 

in order to make correct adjustments but they are slowing us down by procrastination and the 

company does not get the support that they need (R1). It causes the company to struggle in 

their mission which shouldn’t be the case. When they decided that the transformation would 

take place they had a few key-words, It would take place at speed, they would be pragmatic, 

it should be simple and it was to be done in small steps, and in order to do that way they need 

good support. 

” It is drawn on a long bench because everything in the digital transformation gets stuck in 

the central unit” – R1 
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R2 calls company A for a torn in the concerns side, if they ask for something, they get it, but 

always reduced. R2 however believes that they will get a breakthrough if they only get more 

concrete results. 

When it comes to those parts of the digital transformation that has not gone according to plan 

respondent 1, when asked if he/she can see any strategic challenges or pitfalls that has caused 

them R1 answered that it is very palpable, showing a document called “Digital 

Transformation Strategy” R1 points to the main points of the strategy, Sales should go 

through digital channels, the company should serve their customers by digital channels, 

implement cross sales, cost-efficiency and a collaboration platform. The strategy is very 

focused on sales and R1 sees it as natural that the focus lands there. It is however the 

beginning and R1 sees it as problematic that there is no or very little concrete strategy about 

for example production- and stock flows. 

When asked again why the goals of the strategy haven’t been fulfilled R1 answers that it has 

taken to long time to create the necessary tools. Asked if that is a strategic miscalculation R1 

claims that they could have been faster but R1 also believes that these types of transformation 

by nature takes a lot of time. Particularly since it is imperative that they do it in the right way. 

R1 mentions that they have had long discussion on how for example their new way to do sales 

can be brought to the customers. They couldn’t implement a new process to 100-200 

customers in case the technology would fail. It has also been difficult to get the organisation 

to see the transformation as an opportunity, especially since they have salespeople that might 

be replaced by the tools that will come out of it. That generates a need to make the 

transformation sink in more slowly and to make sure that it is the right things that gets out 

into the organisation. R1 critiques the CEO-group of which he/she is a part and that they 

might have been overly optimistic, to transform in four years was according to R1 to difficult 

an ambition. 

When asked if there were good parts in the strategy that got a negative effect due to bad 

implementation R2 talks about that they have not put enough effort on communicating why 

the transformation will happen and what the results can be. R2 believes that the company 

would have won by doing so. 

R2 thinks that the strategy has been inadequate regarding what has been realised. R2 says that 

what has been realised are the parts that relate to practical needs. R2 has missed a consistency 

that you start with a, go on to b. then c. etc. R2 says that that is not the arrangement they have 

had but that they rather go from one practical issue to the next without putting everything into 

a bigger context, at least not locally within the company. R2 however points out that in 

essence the arrangement they have worked after is feasible, but it hasn’t worked anyway. It 

takes to much time. 

 

4.1.7. Challenges 

 

R1 has not noticed any direct resistance from the employees but believes that his might come 

when the producing functions become the main transformation focus where R1 says that a 

transformation, for certain employees, might be devastating, which is why R1 sees it as 

important how the transformation is planned, implemented and advertised within the 

organisation. 

R2 claims to have seen a substantial opposition to the digital transformation (sales) internally. 

R2 sees the commercial excellence part of the transformation as a “great opportunity” where 



37 

 

the customers can receive a considerably better service, but the organisation does not back it 

from that perspective, there is a lot of work being done that will be moved to become wholly 

digital. According to R2 this has ended in that a few people are uncomfortable; they do not 

know if their jobs will be rationalised away. 

R2 is of the opinion that the central function of the entity has been afraid of change in many 

instances, something that has put a halt to already developed solutions, one tool the company 

believes heavily in has been ready for three years (2019) but they have still not been allowed 

to implement it. R2 takes it down to the long decisions lines within the entity which slows the 

company down, roadblocks are the word used. R2 says that it is not easy to be a mobilizer 

(which is how R2 describes himself) in the digital world, and that there has been a great deal 

of opposition to change. 

In R2’s eyes one of the reasons for the opposition against digital transformation work is that 

the return on investment (ROI) is uncertain. If a company invests in a new machine they know 

approximately how much it will generate in products and cashflow but when it comes to 

digital solutions R2 says that R2 finds it difficult to point to concrete rewards, R2 cannot 

promise an increased sales volume by X if investment Q is out in place more than in theory 

but theoretical calculations are not enough for the central entity functions. 

Asked how the management team has worked with getting out the vision and goals with the 

transformation to the organisation R1 claims that only a small number is aware of the 

transformation per se, pointing out that the goals for the strategy is a target for the distribution 

entity. R1 also points out that when it comes to commercial excellence everyone in the sales 

organisation is well aware of their goal, a goal spoken about regularly, what will happen , 

what will the transformation look like, what is the goal, how should they handle and work 

towards the goal, doing less of one thing and more on another, however R1 says that they 

have almost sneaked into the transformation process. 

“It is not the case that someone has said that now we will start to work with digital 

transformation, and that this will happen onwards and that 50% will be done digitally” - R1 

R1 believes that such a statement would have created unnecessary anxiety within the 

organisation. R1 also says that they talk about digitalisation within the organisation but that it 

is a digital transformation (R1 showed a document called “Digital Roadmap with a subtitle 

“Digital transformation”), is something only the management team has information about. 

R2 also confirms that there is no strategy for how the transformation should be communicated 

and claims that they are working in silos. There exists a strong suspicion against the 

company’s goal to lower structural costs and it has been a challenge to create meaningfulness 

for the employees in the transformation. A lot of the employees’ freedom is removed, they 

have been allowed to control their own work and that has consequently led to many 

employees seeing the increased effectiveness brought by the transformation as something bad 

since they are more regulated in their work. This is also confirmed by R3 who means that they 

have not been able to give meaning to the employees with the transformation. 

R2 brings much down to ignorance, R2 experiences that it does not matter how good an 

education you give to some people, they still won’t understand, they can’t take it in. The 

second thing R2 attributes the leadership challenges with is that the matching between people 

working in the organisation and the new type of job they shall preform is lacking. 

R2 says that they should have had a better strategy for communication. R2 thinks that the 

company is generally good at planning and selling their strategies but that the last company-

wide strategy (2017) didn’t pinpoint the digital side, something that today (2019) is very 
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palpable. According to R2 that is work they haven’t done, and it affects many employees. R2 

does however not think that the resistance from the employees could have been avoided. 

Pointing towards the fact that many of their employees have worked within the company for a 

long time, something R2 sees as an aggravating circumstance. He however also believes that 

they could have softened it considerably if they had had a plan. The challenge there was that 

they themselves within management don’t know everything either, making it difficult to 

communicate and answer questions. If there are no clear lines, it becomes a challenge when 

people wonder if it is serious. R2 again points to the difficulty of the digital transformation 

area. 

“We are no specialists ourselves, but all of a sudden when sort of take on the roll to be that, 

and thinks us know where we are heading and how to get there” – R2 

Neither the company nor the entity has hired help to develop the strategy, but there is one 

employee in the entity that has had the principal responsibility. Asked if R1 has experienced 

that they had the competence needed to create the strategy themselves R1 answered negative. 

R1 thinks that they needed help from someone who works with strategy and digital 

transformation, in their individual case especially regarding the processes, to get an overall 

picture and coordinated thinking on how things should be done (R1). These remarks are in 

line with those of R2 who says that it the entity had realised how important the digital 

transformation is whey would never have recruited and done everything from within for it 

affects the entire group. 

A concrete example is, according to R1, the overall strategy on how they should transform the 

operative part of the company, as is, they “make things up along the way” (R1) when they 

encounter a challenge. Drawing wisdom from the transformation in the sales part of the 

company R1 would like to, before they take the next step with the transformation of the other 

functions, make sure that the vision and view on how the transformation should happen is the 

same within the entire entity. 

 

4.1.8. Concluding remarks 

 

“As CEO for Company 1 I think that there is a degree of frustration around the digital 

transformation” -R1 

The reason for the frustration, according to R1, based on the fact that they don’t know where 

they are headed, who is standing behind the corner, and who their competition is in the future. 

Pointing out that they are very capital intense R1 claims that it is difficult for outsiders to get 

into the market since also the right tools and networks are needed but also points to the fact 

that a “Amazon” can enter and start competing. That they do not know and R1 rhetorically 

asks where they should put the main resources in their transformation?  R1 feels that that is a 

reason for why they are following the stream instead of taking the lead and create solutions 

that will transform the steel industry or how products are traded. Asked if they want to be that, 

i.e. followers, R1 says no, but that putting down two million euro to create new solutions for 

the transformation like a German competitor has is not something they believe in. R1 

concludes that they want to be up there among the one leading the development, but to be 

leading, that is a cost that R1 thinks that others can take, and then they can jump on the train 

that they see is already heading in the right direction. 

What R2 would do different now if R2 were allowed to redo the strategy development is. 
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A stronger coordination with the central unit, creating a dedicated team in charge of the 

digital transformation spread out over several functions. This would lead to a greater 

willingness, or understanding, to go through processes. How the organisation is involved in 

the transformation. As an example, R2 discuss the fact that in their successful sustainability 

work they had sustainability ambassadors that helped drive the process, it could be done in a 

digital transformation as well. R2 would also have liked that all functions had initiative and 

worked to equal degrees with the transformation. 

R2 also brings up the role of the leaders, and the great magnitude of the role. According to R2 

a company needs to ensure that they have the right leaders for, if not, a company will face 

challenges with frustration and opposition. If R2 would have understood that importance 

before it would have been the first thing R2 saw to, that they all believe that it will be possible 

and that they dare to and are capable to see it through. 

R3 concurs with R2 in that statement: 

“A wise person once said ‘there exists digital dinosaurs, and everyone knows what happens 

to dinosaurs’” - R3 

 

4.2. Company B 
 

4.2.1. Description of the company 

 

Company B is a Swedish company that offers services in the garage industry in both the 

private and the corporate sector. The company's business concept is, with help of 

knowledgeable staff and modern equipment, to offer the market's best service in its entire 

business area. Furthermore, with a wide price range, offer the best solution for each customer. 

The company is part of a group with operations throughout the whole Europe. This group is 

owned by another global company. The company has 80 years of experience in the industry 

which they operate in and the company’s sales amounts to SEK 1.2 billion. The company 

operates in around 100 locations in Sweden. 

 

4.2.2. Description of the respondent 

 

The respondent that we interviewed at Company B is currently working as CIO (Chief 

Information Officer) with responsibility for the company's IT solutions. The respondent is 

also a member of the executive management. Before the respondent started working as CIO, 

the person worked as IT manager at the company. The respondent's responsibility in the 

digital transformation is to develop a plan for how the digital transformation will be 

implemented. The information in the following sections was collected during an interview 

with the respondent on 2 April 2019. The respondent will be referred to as respondent 4.  

 

4.2.3. Description of the digital transformation 

 

The work of digitizing Company B has been done in two stages. When the respondent started 

working at the company, some basic steps was taken in order to digitize the organization. In 
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that first transition, the infrastructure for the customer service was digitized, a new system for 

the telephony service was launched as well as a new CRM software2. The second step in 

digitizing the organization is the digital transformation they are running right now. The 

company has developed a five-year plan with the purpose of creating new business 

opportunities and streamlining internal processes in order to remain competitive in an industry 

with a competition that the respondent describes as brutal. 

“What do customers want? Well you want to be able to shop online in a simple and easy way. 

You don’t even want to call us in order to book a time. Therefore, we will send out an offer 

that the customer confirms directly online” - R4 

Company B has chosen to divide the work with the digital transformation into two main 

domains, one for retail and one for wholesale. In addition to the fierce competition in the 

industry with ever-decreasing margins, a trigger for the digital transformation is that the 

company realized that they have extensive information about their customers in their various 

IT systems. However, since the various IT systems cannot communicate with each other, it is 

hard for the organization to utilize the customer data. One function that the organization 

demands is the possibility to get an overall picture of the customers' total involvement in the 

company. When Company B realized how much customer data they possess, the vision for 

one of the parts of the digital transformation was formulated, which is to connect the IT 

systems in order to better catalyse the data the company have. This includes making 

customers' integration with Company B within both retail and wholesale easier and smoother. 

By building up web portals, web shops and increase customized offers, Company B hopes to 

increase sales with both cross selling and upselling. 

In addition to increasing sales volumes to customers, the company's digital transformation 

also consists of another part, which is based on previous internal problems with low 

utilization rates that aim to streamline internal processes. The respondent believes that it is 

important to allocate the right resources at the right time and to increase the capacity 

utilization at the workshop sites, and that the company must be better at these parts (4). 

"The margins are constantly decreasing, you have to find new products or services to sell and 

keep track of the cost mass, we will do this by streamlining" - R4 

 

4.2.4. Strategy planning 

 

After having formulated the purpose for the digital transformation, the development of a 

working plan was initiated. The respondent states that Company B does not have a separate 

strategy for the digital transformation. The strategy for the digital changeover is instead a part 

of the company's total strategy, which is divided in the company's various segments. For each 

segment, activities have been developed that will make the department grow. The respondent 

estimates that digitization is included as an element in about 90% of the activities in the 

different segments (R4). The activities were developed by the company management who 

were looking at all different sectors in the organization and identifying shortcomings which 

resulted in a list of needs. For this work, there was no specific strategy. The CEO of that time 

 
2 Customer relationship management (CRM) is a business strategy that optimizes revenue and profitability while 

promoting customer satisfaction and loyalty. CRM technologies enable strategy, and identify and manage 

customer relationships, in person or virtually. CRM software provides functionality to companies in four 

segments: sales, marketing, customer service and digital commerce (Gartner IT Glossary C, n.d.). 
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was firmly determined that the work on creating a list was an urgent matter. Therefore, they 

had no particular strategy this work, instead, the same structure as they always use for projects 

was used. Once the organization's needs had been defined, these were compared to three 

different digital platforms to see which system was best suited to what the company 

requested. Two of the platforms were finished platforms, while the third alternative was to 

build a platform from scratch that would have been based on the identified needs. The three 

systems was evaluated in several business cases where the programs received different scores, 

depending on how well they managed different simulated business events. After evaluating 

the three different systems, the company decided to purchase one of the finished digital 

platforms. “This was largely a strategic decision, we could have chosen the easy way which 

would have been to build the IT system we needed, based on the specific situations we are 

facing in our daily work. However, by purchasing a standard platform, which was more 

expensive, we will have the opportunity to develop new functions in the system, thus, keep 

the door open for a continuous growth” (R4). The respondent does not believe that this 

working method differs from how they normally work with strategy within the company. 

However, our respondent states that they sometimes need to be more flexible in work that is 

linked to digitization because those areas are developing faster than other more traditional 

parts of the corporate strategy. At the same time, the respondent says that this method of 

working fits well in the organization since the spirit of the company is that you identify 

problems and solve them immediately. By not sticking to a particular strategy, they are able to 

make corrections along the way if something needs to get adjusted in the plan (R4). 

 

4.2.5. Implemented strategy 

 

When it comes to what our respondent would have wanted to do different in the strategy 

process, our respondent highlights the fact that the company does not have any separate 

digital strategy. Even if that gives the firm a flexible approach, the respondent believes that it 

might have been good to separate the digital part of the company strategy in order to get a 

clearer road map for the digital transformation. With a separate digital strategy, it would also 

have become clearer what the respondent should focus on in the role as CIO (R4). Another 

thing that has not been working in the digital transformation process is the incorporating if 

digital tools in the different sectors of the company. New digital tools have several times 

being developed; however, no one is using them. Here, the respondent raises the head office 

in France as partially guilty. The respondent states that the head office on several occasions 

has come up with initiatives on new IT systems and other digital solutions. However, the new 

IT systems have not been implemented in all countries because the work has been more 

extensive than what the head office expected. This means that different subsidiaries are today 

using different IT systems, which makes the exchange of customer data and information 

difficult. The different companies in the group have clear demands on what type of digital 

systems that are needed, and the technological ideas on solving these demands exist, despite 

this, they fail in the implementation. 

“Sometimes you might rather choose to do fewer projects and finish them. I very much believe 

in working agile, taking small steps at a time and developing gradually, as well as finishing 

each part” - R4 

At the same time as the head office is responsible for the implementation of new IT systems, 

the respondent stresses the importance of being open to changes in the organization. On some 
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occasions, the IT department in Sweden has developed digital tools that have been in line with 

the demands, but despite that, the organization has not been using the new systems. 

 

4.2.6. Challenges 

 

When it comes to the problem areas that the research is pointing out as particularly prevalent 

in digital transformations, the respondent confirms that some of these have also been a 

challenge for Company B. The respondent states, among other things, that the digital 

transformation has resulted in new challenges for the leaders. One factor that was extra 

difficult for the respondent is the fact that she is a female leader in a historically male-

dominated industry. The respondent says that careful preparation always is required in order 

to get other people to listen to her. Not being well prepared before a new idea is presented is 

not an option. The respondent also mentions the importance of aligning with the right people 

within the organization as a crucial factor in succeeding in selling expensive digital 

investments, and that it requires a CEO who understands the importance of digital tools. The 

respondent does not think that the management team have any particular strategy on how to 

spread the vision and how to create meaningfulness for the employees in the process of the 

digital transformation. At the same time, the respondent mentions that there is some resistance 

and concern from the organization to the digital changeover, and that the management team 

therefore need to work more actively in communicating the purpose and vision with the 

changes that is being done. Since the digital changeover on Company B is not intended to 

dismiss any personnel, the respondent believes that the management team could had been 

clearer in their communication to the organization. "You have to make sure you bring 

everyone on the train and that the tools are getting used in order to succeed with this kind of 

project" (R4). 

"If you had printed the entire five-year plan for the organization, the employees had known 

what was about to happen and how they would be affected" - R4 

Another challenge that has existed within Company B is that they have not had the right 

competence within the company. The respondent states that it took her three years to get the 

right personnel and the needed competence to the IT-department. This factor is something that 

has slowed down the work on the digital changeover. “The five-year plan might have been a 

two-year plan instead of a five-year plan with the right expertise in place from the beginning. 

The strategy itself is good, but it will require more time to implement”. Although existing 

staff will be able to be trained for some of the future work, the respondent think that the 

company will need to hire new staff with the necessary skills in order to fully succeed with 

the transformation. 

Respondents state that the management team have not been reasoning about the fact that the 

digital transformation can lead to a changing value proposition. However, the respondent says 

that at regular intervals, feedback is received from customers to evaluate current products and 

services and to ensure that customer demands are answered. The company does not have any 

strategy for this work which means that the method is different in different departments. One 

example of the work with evaluating customer behaviour and customer needs is that the retail 

department is using Google Analytics in order analyse customers. 

The respondent believes that Company B's way of working with digital transformation is 

quite unstructured since their way of working in some way can be described as learning by 

doing and to make continuous changes along the way. Despite the fact that digital 
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transformation takes place with technology which are rapidly developing and that it therefore 

can be difficult to set a strategy that is relevant for several years ahead, the respondent 

believes that Company B had needed a clearer strategy for how to work with digital 

transformation, without losing its mobility within the various segments. Finally, the 

respondent emphasizes the importance of being a good seller and the importance of keeping 

to facts in the role of CIO. "My role is mostly about selling ideas and being very clear in 

communication by supporting my ideas with facts". 

 

4.3. Company C 
 

4.3.1. Description of the company 

 

Company C is a family-owned company active in the wood and construction industry, which 

was founded in 1946. Company C is a group with five subsidiaries, which together have 

approximately 2,200 employees and a turnover of about SEK 8 billion. The company has 

increased in both size and market shares for a long time, this expansion has been particularly 

strong the five-six past years.  

 

4.3.2. Description of the respondent 

 

Our respondent has been working within the group since 2003 and has since then had various 

responsibilities within the IT function. Today, the respondent has the role as CIO and is also 

part of the group's management team. The respondent is responsible for coordinating the 

digital journey that the group is currently undergoing. The information in the following 

sections was collected during an interview with the respondent on 4 April 2019. The 

respondent will be referred to as respondent 5.  

 

4.3.3. Description of the digital transformation 

 

A few years ago, Company C went through a generational change where the CEO at that time 

released the management to his son. This meant that the company went from having a CEO 

that was 65 years old to having a CEO who is younger than 40 years. According to the 

respondent, this shift was the root for the digital transformation that the organization is 

currently in. The digital transformation has partly an internal focus and partly an external 

focus, with the common goal of making it easier for customers to do business with the 

company. The respondent believes that there are many other reasons why they choose to 

implement the digital transformation, one example of this is that there is only one person in 

Sweden that can help the company in case of problems in some of the IT systems, another 

example is that they cannot further develop their current systems at the rate they want, and a 

third problem is that the various subsidiaries' IT systems cannot communicate with each other, 

which makes it difficult to create an overall picture of a customer's involvement in the various 

companies (R5). In order to create a common working method throughout the group with a 

business system that enables communication between different companies, the CEO of the 

group decided that the responsibility for business systems was going to be a question for the 
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management team. Previously, the CEOs of the subsidiaries were responsible for the selection 

and purchase of the IT systems, which have put the group in today’s situation where different 

companies are using different systems which makes it impossible to send information 

between the segments.  

 

4.3.4. Strategy planning 

 

When it comes to the strategy design, the respondent states that the company does not have 

any digital strategy within the company. The way of working is done just like with other 

projects within the company by allowing decision-making to take place in the organization 

and not only by the management team. Despite this, the respondent states that after the change 

of CEO, the company has received a much clearer approach and purpose for the digital 

development. The overall approach to strategy within the Group is that it is important to 

invest in winning. “It will cost the company a lot of money, but it is believed that in five years 

the investments that are made today will make a big difference for the company” (R5). 

“We may not be able to change the industry basically in the way that one can in banking and 

telephony industry, however, we can make extensive changes. With the new digital services 

that we will offer, it will almost become an eco-system where we lock the customers to us” - 

R5 

The approach for the digital changeover begins with needs from the various functions within 

the group. When a request comes in, the respondent (CIO) holds interviews with the relevant 

department to ensure that there actually exists a need and what kind of need that exist. The 

respondent states that it sometimes happens that a certain type of digital service is requested 

within the company, however, during the interview with the respondent, it turns out that the 

need is different from what was requested. "Those people who work out in the different 

sections of the company are not experts in technology, they know the business very well but 

they do not know IT systems, keeping these interviews is therefore very important to ensure 

what type of solution that is needed" (R5). When the company had identified which digital 

functions that were requested, they started the search for a suitable IT system. A clear strategy 

that exists within the company is that they always buy complete IT systems and software. By 

avoiding developing their own IT systems, it becomes easier to keep the IT provider 

accountable for any problems with the systems. In the selection process of the IT supplier, 

around 25 other companies were asked about experiences with the IT systems. The 

respondent states that within certain business areas, it has even been possible to discuss non-

sensitive information about IT systems with competitors. After the company had a picture of 

which IT system that matches their needs best, they choose an IT supplier. Together with the 

IT supplier, a plan was drawn up for the development and implementation of the projects. The 

projects together create a program for digital transformation, which began on March 1, 2019, 

and will be completed sometime between October 2020 and February 2021. The respondent is 

together with consultants ensuring that all projects within the digital transformation program 

are coordinated, that the projects are done in the right order, that the right resources are 

available and that they are aligned with each other (R5). 

“There are 1500 people who will get a completely new daily digital tool. Calculation tools to 

warehouses and logistics solutions is replaced at the same time, which can be equated with 

the heart and lungs in the organization. No company has done this before, it will be really 

exciting” R5 
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4.3.5. Implemented strategy 

 

One concern that the respondent has with the digital transformation is that the company is too 

late with the transition. The respondent believes that the process that now has begun should 

had been started two years earlier and that the company is now at risk of being left behind. 

Another problem with the transformation has been the implementation of certain IT systems 

at subsidiaries. When Company C acquires smaller companies with IT systems that are more 

technologically advanced than the IT systems at Company C, there are huge challenges in the 

work in getting the different systems to communicate. Therefore, some acquired companies' 

still run their own IT systems which cannot integrate with the Group's systems. However, the 

respondent does not think that this is something that could have been solved with a more 

structured digital transformation strategy. Instead, this is a result of not having replaced the IT 

systems earlier. The fact that the company does not have a structured strategy for how to work 

with digital development is not something that the respondent sees as a problem. That the 

company works flexible and decentralized with the decision-making is a strength according to 

the respondent, who describes the method as working as a small company even though you 

are big, which enables learning along the way. “There is humility in the method, we know that 

we are not the best at this, therefore, we learn by trying and by looking at other companies.” 

(R5). If the company had made up a five-year strategy for digital development, the respondent 

states that this strategy had very soon been out of date because of today’s rapid development 

of digital tools. 

"Take AI or robotization as an example, five years ago I had to explain to the organization 

what that is. If I have made a strategy five years ago, neither AI nor robotization has been a 

part of it, it is not possible to plan that far into the future” - R5 

 

4.3.6. Challenges 

 

At the leadership level, the respondent mean that the digital transformation has led to new 

challenges. One of the challenges we have had at management level is to convince the middle 

managers that the digital transformation is necessary. "It is not possible to force anyone to use 

a certain digital tool, that is not the right motivator. It takes a lot of time to communicate the 

reasons for the digital transformation and to get the staff to believe in the vision. However, 

this is a crucial factor in order to succeed with the digital transformation” (R5). To succeed 

with the changeover and to prepare the organization for the big change, the company has 

employed a person who works full time with change management. This person is looking at 

the working methods of the organization today, the reasons for them, and how they should 

develop their processes during the transformation. The respondent states that they have been 

working hard to sell the vision and to motivate their staff for the digital changeover. One 

example of this is that on a number of occasions, the management group has arranged 

workshops which focused on conveying the vision and to prepare the organization for the 

digital transformation and the challenges that comes with it. 

"I think we spend about SEK 120,000 daily in consulting costs, just to interview the staff on 

how we can change and improve the organization" - R5 

The staff have also been given the opportunity to come up with their opinions and give ideas 

on how the work can develop in the future. The management team has focused on 
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communicating what they call “What's in it for you”. "As an employee, you do not care that 

we are about to launch a new logistics solution, what you care about is that you can give more 

accurate information to the customer, that is what we should sell to the staff". With the 

thorough work done on motivating the staff and getting them in as part of the planning work, 

the respondent does not think that they have noticed any resistance from the organization as 

the transformation is presented. Another factor for not experiencing any resistance from the 

staff is probably that the company is growing very fast. When the employees find out that the 

company is going to undergo a digital transformation, no one worries about dismissal, instead, 

people are interested in the development and by the fact that they will eventually get new 

assignments (R5). 

Early in the planning phase, Company C identified that they did not have enough competence 

within the company in order to implement the digital transformation. Therefore, from the 

beginning of the process, consultants who are experts in digital conversion were hired. It is 

estimated that the work of digital conversion will require nearly 100,000 working hours, with 

55,000 hours being done by own staff and approximately 40,000 hours being done by 

consultants. 

When it comes to customer value proposition and customer orientation, the respondent says 

that the company are not working actively on analysing the changed customer value, 

However, the respondents states that the entire digital conversion is about increasing the value 

creation for the customers by selling time, which is done by delivering faster and smoother 

logistics systems than their competitors. Another tool for increased customer benefit is the 

application that the company is planning on releasing that will provide information about 

orders and transports to the customers. However, there are no plans on starting to collect 

customer data in order to analyse customer behaviours (R5). 

Finally, the respondent emphasizes the importance of integrating the development of business 

systems into the company's core business. Today, digital tools are so important in virtually all 

industries that it is not possible to only have the IT department working on digital 

development. "People must understand that the IT system is the base of the company and a 

requirement for the company's operations" (R5). 

 

4.4. Company D 
 

4.4.1. Description of the company 

 

The company is a world-leading concern in some types of engineering solutions based in 

Sweden but with offices and subsidiaries in approx. 50 other countries and with 24 000< 

employees worldwide. 

 

4.4.2. Description of the respondent 

 

The respondent for Company D sits in the group management team and is Senior VP for 

Group communications, and is, among other areas, in charge of their digital work. The 

information in the following sections was collected during an interview with the respondent 

on 30 April 2019. The respondent will be referred to as respondent 6.  
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4.4.3. Description of the digital transformation 

 

The respondent claims that the digital transformation started when the company, went from 

“dumb” premium products to “smart” premium products where they can work with data and, 

through that, also be able to sell a service concept and make larger deals with the customers 

outside the physical products. 

The respondent says that when it comes to digital transformation the company has gone 

through that journey, in a structured way, the last 6-7 Years and it has been based on small 

activities during that, by the respondent described as “long time” instead of making big 

transformational events. 

They have divided the transformation into four areas within “frontend” and also an area called 

“backend”, the former being the predominant. The respondent says that the initial idea was 

not to start with the internal systems or their factories but to digitally transform their external 

business. The four areas in frontend has been identified as: 1. Smart products; 2. Market 

communication; 3. Business models and 4., Service and Tools. The purpose according to the 

respondent having been to make the “business deal” easier for customers. The respondent also 

points out that they have digitally transformed internally within the group but that they started 

with the external that is also the transformation that they feel have been most successful. The 

respondent also says that the company receive questions from other companies that have 

identified their work as well done regularly.   

It should, according to the respondent, however, be pointed out that the purpose is not to give 

more focus to the customer per se, but rather to get a deeper understanding of their customers 

to better deal with them. 

In regard to the internal transformation that isn’t finished (2019), there are two purposes, 

effectivization and collaboration where the transformation is thought to bring solutions that 

simplifies sharing of information, common contact surfaces within the group and knowledge 

sharing. This work is to strengthen the concern internally over time and there is, according to 

the respondent, a desire to develop what the company calls “workplace of the future”. 

 

4.4.4. Strategy Development 

 

The respondent cannot describe a significant triggering event but claims that it is a fluid 

reason for the transformation. As the respondent sees it, they, like many companies in 

Industry, has a need to become much better at a outside-in perspective and to think more 

customer centric. The world has changed to one where the customer is in focus and that is, 

according to the respondent, important to understand. When asking their customers, they 

could identify elements where the customers wanted it to be easier to make a business deal 

with the company. It was the foundation for why they made the strategic choice to start a 

digital transformation journey focused on the company’s external world. 

Another trigger, and according to the respondent perhaps the most important factor, was the 

digital transformations of their O and M customers, large global companies that see it as 

important that their suppliers talk to each other. It was no longer enough to have good 

products and solutions, the company also had to ensure an “easy business”. 
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Asked how the strategy was developed the respondent says that it was no real difference from 

how they generally do. The respondent describes it as that there are several dimensions 

though one looks at a longer perspective, megatrends. Megatrends affect the industries and 

niches they are currently active in or where there are those where they felt that they could 

make a difference but where they are not active in them today which, according to the 

respondent, is one perspective. That is when they started to look at them, how does their 

position look, classic SWOT model, to see if it is easy for them to grow, is it easy for 

competitors to get in, and this affects their assessment of where to put their investments. They 

also looked at themselves at the moment and if it has to do with, geographical balance, 

competence, technology. The respondent points out that they look through all the elements 

before they decide to go into them, in their case, it was very important if they were going to 

invest organically, or if they were to buy companies to either collect new technology. They 

rarely buy companies to receive their customer base for the company in general, it is about 

technology or geography. It is a strategy development that in the respondent’s eyes rolls 

continuously and that migrates to their operational units. 

The respondent however says that they have not created any dedicated digital strategy, but 

they let it infuse every part of the group’s strategy instead and the respondent further claims 

that it has worked well for them as a concern. The respondent claims that to build competence 

centres like some of their competitors was uninteresting to them. 

“We have done our bit qualitatively and then that work should pollinate inside the concern” - 

R6 

There exists however a framework for the digital transformation, but the respondent is clear 

that it is not a strategy per se. 

Asked why that is the case the respondent describes that the concern as a phenomenon, in 

business terms, is part of different niches so that they are a “very non-harmonized company”. 

Something that gives them an advantage in that they are very close to the markets, the shops 

and the jobs in the organization. 

The second factor is that they want a decentralized operational model for in their view that is 

the one that best creates business for the concern. Given the frameworks and structures they 

have they can then be applied in the operational units and where they see that there is benefit 

or need to coordinate or drive from a higher level, they do it within the group management, 

digital work is one such where they have set a working process as a framework where they 

then help to test the structures but the operational units are the ones that act on the basis of the 

operative ranks and that is according to the respondent a big difference if one compares with 

many others companies that have more often chosen to make it very strong at a central level, 

they have chosen not to do so because it does not fit their model. 

 

4.4.5. Implemented strategy 

 

If the respondent would have done something different today the respondent would have 

made it clearer what they meant with digital from the start. The respondent describes it as that 

they “fumbled” in the beginning and that it was only when the framework with the four 

cornerstones was put in place about 10 months after the beginning of the transformation and 

they truly started communicating it that people started to really understand what they meant 

and, thereby, could put enough energy in the right direction so, in hindsight, the respondent 
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would have liked it if they put it in place beforehand. That is the only concrete thing the 

respondent can think of, pointing out that their interactive way to work has suited them well. 

 

4.4.6. Challenges 

 

Asked if the leadership has changed the respondent answers positive, it has more dimensions. 

One thing is how they did business before, they made something together with the customer, 

they delivered something and they sold something, it is linear thinking and, while pointing out 

that they still do that the respondent says that to then work with getting new technologies that 

can then create other value offers, if it is service, information or completely new value offers, 

it requires a different business thinking so it is a factor if one speaks externally for the 

company. Internally then it is, that the managers are more or less comfortable with how they 

affect employees and a way of influencing is of course information and knowledge. The 

respondent claims that the more one work with digital solutions internally, it creates 

opportunities for employees to gain access to the same information, perhaps even in some 

cases, more information, or at least information at the same time. That is to say, the way to 

lead must to some extent be adjusted and it is not everyone who is comfortable with it. 

Asked about opposition from the staff the respondent says that he perhaps is not the best 

person to speak of it since the respondent works solely strategically but he claims that 

information in general has been a problem. It doesn't matter how much one does because the 

employees will never be completely satisfied, at least not over time. An employee always 

thinks there is something more than he wants so one has to bring with them as a parameter. 

This does not mean that it cannot always be improved, but it is generally in all companies, if 

one speaks about the part of information part then the respondent says that the degree of 

information that one have access to has increased, but it also means that there is an increased 

responsibility for the individual for one is never able to consume all the information so one 

has to be good at selection which is his or her own individual responsibility and according to 

the respondents one can probably say that once a company has increased the degree of 

information or made available competence and knowledge, it is not all that, once one has the 

access, are fully prepared to take that responsibility. Many have been good at saying "I want, I 

want" but is not always ready to say "I take responsibility, I take responsibility" which is a 

factor the respondent feels that one should be very clear on, that wanting something is not the 

same as being prepared to take responsibility for it. In the same way, the respondent points to 

that they have managers, usually managers at higher or middle level, who have been able to 

use information in a way to influence, i.e. as power tools. And it is clear then that when it is 

made available to others then they have to find other things to play with in their way of 

managing so it is clear that for those who do not feel comfortable in it then it becomes a 

challenge. 

Regarding the challenges faced with transformation of business model the respondent sees it 

as a challenge with timing. 

 

“We do not sit in our chambers and develop new solutions, instead we do it with our 

customers” - R6 

Doing so the respondent claims that they look further out into that specific customers market 

and, especially in regard to a new digital-friendly business model some of the markets are 
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mature and some are not. Constituting a problem with how and when a business model should 

be changed. 

Asked what the most important factor in the company’s digital transformation the respondent 

said that it was the framework coupled with the company’s general model for change with 

numerous small pilots and projects where they must prove themselves. The respondent sees it 

as crucial that they, as management for the group, are driving the framework hard but that the 

mandate lies in each operative unity so that the units and companies feel that there is some 

good being derived to their individual environment. 

 

4.5. Company E 
 

4.5.1. Description of the company 

  

Company E is a Swedish company that operates in the banking and insurance industry. The 

company is part of a corporate group with a leading parent company in Stockholm. Some of 

the decisions within the corporate group are therefore made by the parent company in 

Stockholm, which means that Company E in certain areas does not have the opportunity to 

choose on their own but must adapt to the common strategies within the corporate group. 

Company E has around 500 employees and a turnover of approximately SEK 2.5 billion.  

 

4.5.2. Description of the respondent 

 

Our respondent works as CIO with responsibility for the development and management of IT 

and to support the digital development within the company. Our respondent has been part of 

the company's management team for around a year. He was hired to the management team to 

design a plan for a digital transformation. The information in the following sections was 

collected through an interview with the respondent on 3 May 2019. The respondent will be 

referred to as respondent 7.  

 

4.5.3. Description of the digital transformation 

  

The digital transformation that is ongoing in Company E is the result of a changing behaviour 

where the company's customers, suppliers and employees are becoming increasingly digitally 

connected. In order to be able to offer more customized products and services based on the 

changed customer behaviour, it was decided that the organization would undergo a digital 

transformation.  

 

4.5.4. Strategy planning 

 

The company's digital transformation was divided into five areas where each area has one 

person that is responsible. The five areas consist of: digital experience, digital business, 

digital business processes, digital capabilities and digital employees. The transformation has 
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both an external and an internal focus, where the external focus is higher prioritized. The 

external focus is primarily focused in the area of digital business, here, the company's 

ambitions are to benefit from digitalization to adapt factors such as business model, 

distribution channels and value chain in order to be able to offer customized offers to a greater 

extent. The internal focus is particularly focused in the areas of digital work processes and 

digital employees, where the aim is to develop working methods and new digital tools (R7). 

One example of the cooperation between the different companies in the group is that some 

parts of the digital strategy have been developed jointly for the entire corporate group. 

Company E has staff who represent the company in the parent company's various segments, 

which means that they are able to affect the decisions that are taken in the parent company to 

some extent. Despite this, he respondent states that the priorities of Company E do not always 

match with the priorities of the parent group, which means that Company E sometimes need 

to adjust their goals and visions. Company E's digital transformation strategy is included in 

their total business strategy of the company. In this strategy, they also formulate goals and 

visions. Once a year, company E evaluate the business strategy and make corrections in order 

to ensure that the strategy is up to date (R7). 

 

 4.5.5. Implemented strategy 

 

One of the parts that the respondent highlights as particularly successful with the digital 

transformation is the ambition of getting employees to work more digitally. In this area, the IT 

department and the HR department had several activities in order to motivate the employees 

to using the new working methods. The primarily aim of the activities was to present the new 

digital tools for the employees, which in turn should create the right prerequisite for more 

digitally connecting working methods among the staff. Another area that has been effective in 

the digital transformation process is the development of digital business processes. In this 

area, the company is responsible for the development of robots and automation tools for the 

entire corporate group. 

Two things that the respondent highlight as not being succeeded in the digital transformation 

is information management and digital business. Due to the fact that the IT systems they have 

today are outdated, the company are not able to develop new digital tools as they wanted to 

do. One example of this is that the company would have wanted a function where the IT 

systems are able to create individual prices for each customer when they are buying 

insurances online. Information that determines a customer's insurance premium is, among 

other things, where the customer lives, age, history of injuries and previous and current 

insurance commitments. Since the company's various IT systems cannot communicate, the 

systems are not able to calculate a customized premium, hence, this must be done manually 

by administrators by collecting the desired information from a CRM system (R7). In addition 

to problems with information management and business logic, the respondent considers 

recruiting the necessary competence as on the main challenges of the company. The 

respondent says that the company is short on the right competence within digital technology 

today, and that they therefore will need to hire staff with deeper understanding of challenges 

and working methods of a digital transformation process. 

In order to deal with the challenges that have arisen with the digital transformation, the 

respondent considers that the project would have needed to be given higher priority within the 

company, and also that the projects need one person that is fully responsible for the digital 

transformation. One problem with the digital transformation is that it is spreads over several 
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different business units within Company E, which means that there are several persons that 

needs to agree on what to do. By having a person who has full responsibility of the digital 

work, that person could have developed a program with various activities and projects for the 

digital transformation. Each of these projects could then had have a person that run the work, 

in this way, factors as structure, delimitations and risks would have become clearer for all 

people that are included in the digital transformation process. The respondent believes that 

digital transformations are most easily driven by programs rather than by initiating the 

transformation in the organizational structure (R7). The respondent sees both advantages and 

disadvantages of the fact that some parts of the digital transformation is run by the parent 

company in Stockholm. One disadvantage may be that Company E sometimes has to adapt to 

the agenda of the parent company. One example is that Company E is aiming on creating 

growth within the corporate segment by developing new digital distribution channels. Since 

the common strategy for the corporate group prioritises other parts, Company E is forced to 

adjust its business goals and to reduce expectations for sales in the corporate segment. "From 

a financial perspective, the cooperation is positive since it reduces costs, from the perspective 

of being agile and flexible, it is negative" (R7). 

 

4.5.6. Challenges 

  

When it comes to areas that researchers have pointed out as usually being challenging in the 

process of digital transformation, these correspond to some extent with the areas where 

Company E has had their problems. At the area of leadership, the respondent notices that the 

speed has been turned up and that both decisions and implementation need to take place 

significantly faster. There are constantly new initiatives that need to be addressed at 

management level and new technology means that development is taking place ever faster. 

This has led to the decision and implementation cycles being shortened considerably (R7). 

The strategy that the management team has formulated for the digital transformation has 

mainly been a tool for the planning process and has not been formulated to the rest of the 

organization. However, in order to motivate the employees, the management has worked hard 

with communicating goals and visions with the digital transformations to the organization. 

One example of this is that they have continuously been presenting changes and projects for 

the company's managers, who has been informing their respective departments. Another 

example is the creation of a project group with 25-30 employees from various departments 

that got the role of digital coaches. The digital coaches are getting extra training in all new IT 

systems, which enables them to serve as support for their colleagues. A third example is that 

the employees have the opportunity to impact the digital transformation by submitting 

proposals for development and innovation. The fact that the employees were part of the digital 

development is one factor that the respondent think is a reason for avoiding any pushback 

from the employees. Another factor that is highlighted by the respondent is the spirit of 

change and the ambitions of development that exists in the management group. The 

company's key values are collaboration, development and simplification, according to the 

respondent, the digital transformation is fully in line with these key values, which probably 

contributed to the openness of the employees. The respondent states that he only noticed 

concerns among the employees at one occasion. This happened when the IT department were 

analysing the procedures of the administrators in order to develop a robot. Otherwise, the 

company's staff has been positive towards the work with digital development (R7). 
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When it comes to competence, the respondent believes that there is a need to bring in new 

staff in the company. The digital strategy was developed by the management team, and at the 

strategic level, the respondent says that the necessary skills exist within the company. When it 

comes to the development of new digital tools, such as robots and automate processes, the 

respondent argues that there is a need for bringing in new skills. Respondents also emphasize 

the company's open approach to its suppliers, which are rather seen as partners than as 

suppliers in order to be able to develop digital solutions specifically designed to meet the 

challenges that Company E is facing. 

Prior to the planning of the digital transformation, the management group was reasoning 

around customer value proposition and how the digital conversion would affect the value 

creation for the customers. Since the corporate group's common vision is local presence and 

being close to the customer, moving from physical to digital customer meetings differs from 

that vision. The respondent states that it was concluded that the company's availability to 

customers is the company's first priority, and that introducing new digital services does not 

mean that the they need to cancel the possibility of physical meetings. In the work of 

analysing customers' needs and behaviour, the management team are using its communication 

and marketing department. The goal is to map the customers' behaviours and needs in their 

geographical region. The respondent states that this work is of great benefit to the 

development of the digital transformation. However, the respondent wished that this work 

was done more continuously since these analyses takes place only once a year. 

 

4.6. Company E (2nd) 
 

4.6.1. Description of the company 

  

Even this respondent works at Company E, which is a Swedish company that operates in the 

banking and insurance industry. For more information about the company, see section 4.5.1. 

 

4.6.2. Description of the respondent 

 

The respondent worked at the company during the period of 2016 - 2018 as head of strategy 

and digital development. The respondent was responsible for the development of a digital 

transformation strategy. The information in the following sections was collected through an 

interview with the respondent on 7 May 2019. The respondent will be referred to as 

respondent 8. Note that this interview does not refer to the same period of times as respondent 

7 was interviewed about and the respondents has had different roles within the digital 

transformation. 

 

4.6.3. Description of the digital transformation 

  

The purpose of this digital transformation was to coordinate and accelerate Company E's 

digital investments with the goal of working smarter internally and finding new business 

opportunities externally. Our respondent was hired to start this assignment and was thus 

responsible for this work right from the start. The expected effect of the investment was to 
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keep the company competitive in the long term. The respondent believes that when an 

industry goes through a digital transformation, this often leads to new business models, new 

ways of paying and completely new products. If you are going to be able to keep up with the 

rest of the industry, you as a company have to be in motion and to constantly develop. 

"For me, digital transformation is about what adjustments a company must make to remain 

competitive in a digitized world" - R8 

  

4.6.4. Strategy planning 

 

Company E's digital strategy during this period was one of the main areas of the company's 

total business strategy that was planned for five years ahead. Within the digital strategy, seven 

areas for transformation were identified that were necessary to fix in order to succeed with a 

digital transformation. These transformation areas were: a clear focus on innovation, faster 

decision-making, faster effects (?), faster development processes, clearer responsibility for 

digital processes, increased willingness to change and increased digital skills, and to work 

more team based. The respondent believes that one prerequisite in order to success with 

digital transformation is to have a strong foundation(?), therefore much time was spent 

analysing what needed to be changed in the organization. As a base in the development of the 

digital strategy, the respondent used a theoretical model developed by researchers within 

transformations. The model highlights four areas that are necessary to succeed with 

transformations. These areas are: development of new business, increased efficiency within 

existing business, development of new working methods within the existing business and 

development of new working methods within new business. Based on the theoretical model 

and the seven identified behavioural changes, the respondent identified four focus areas for 

Company E's digital transformation. These areas were: working more with analysis and data 

in decision-making processes, having a more development-oriented IT department, innovation 

and developing the corporate structure. For each area, various activities were planned to 

achieve the desired development. One example of this is in the area of innovation where a 

new tool was developed in order to enable the employees to share their own ideas for the 

digital transformation. One area that the respondent emphasizes as particularly important is to 

work with more analysis, which, according the respondent, is something that many companies 

fail to do today. “It is a fairly classic problem for many companies to base their decisions on 

gut feeling and what they think customers want, rather than taking fact-driven decisions that 

are based on collected data and analysis. I had a clear idea that we needed to develop this 

competence in order to succeed with the transition” (R8). 

 

4.6.5. Implemented strategy 

  

When it comes to things that worked well with the strategy, the respondent highlights the four 

areas that were set as the basis for the digital transformation. In all of these areas, initiatives 

were taken for development which gave fast results. The respondent describes the banking 

and insurance sector as a very traditional industry with slow processes. Therefore, the 

respondent describes the succeed in developing these four areas as admirable. 

The respondent does not think that there was anything in the digital strategy that could have 

been done differently at that time to get a better outcome. However, the respondent believes 

that how many companies generally work with digital transformations today differs from how 
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Company E produced their strategy in such a way that today, company’s work more vision 

and goal-based. If the strategy were to be redone today, the respondent believes that a more 

vision-based approach would have been better where the work is being done with project 

groups. Each project group is given a certain goal to work towards, how they reach the goal, 

is up to the group itself to decide. Since Company E is active in a traditional industry and the 

culture that existed in the company during 2016 was more slow-moving, the respondent does 

not believe that it had possible to work vision-based with autonomous teams. The respondents 

also state that in today's fast-changing business climate, a five-year strategy does not work. 

"The most important thing is to set up a clear vision, then you adjust the method of reaching 

the vision along the way (R8). 

When it comes to challenges that emerged during the digital transformation, the respondent 

mentions that there was a lack of willingness to change in the organization and that this was 

mainly due to the fact that the organisation's managers did not succeed in motivating the 

employees to the transformation. “When you make these digital initiatives, the company 

really has to have stable transformation leaders and managers who stand up for the change 

that is to be implemented, I think that this is the most important thing of all. Because big part 

of a digital transformation is not about technology, but rather about preparing the organization 

for a change. Which means that it is important have managers who can create the right climate 

and spirit among employees” (R8). 

 

4.6.6. Challenges 

  

Challenges in the leadership is something that the respondent state existed in Company E. The 

respondent points out three factors was challenging to the leaders in Company E. The first 

factor is that many leaders focus too much on what should be done instead of how things 

should be done. The respondent believes that there is a hype in many companies today that 

creates a stress of undergoing digital transformations. It is easy to spend a large amount of 

money on something that the managers believe that customers are asking for, but managers do 

not always know if the customer are asking for that particular solution. It is just not enough to 

state that a digital transformation is necessary, in order to succeed, one must identify what the 

customers demand and then set up a plan (R8). The other factor that was a challenge for the 

leaders was to use analysis as a tool for decision making. The respondent believes that far too 

much of the decisions that were made were based on the gut feeling rather than on facts. The 

third factor that caused problems for the managers was to succeed in creating a climate that is 

open for changes among the employees. “If the goal is to become more flexible within the 

organisation, it is important to be able to make quick decisions. It is one thing to say that you 

want to change and a completely different thing to comply with it. I think you have to decide 

which direction to head and you have to dare to stick to that direction” (R8). 

Despite not being able to motivate the entire organization, the respondent believes that the 

management team made a good job of communicating the purpose of digital transformation 

and goals to the organization. Since the digital strategy is part of the overall corporate 

strategy, it was the corporate strategy objectives that were communicated to the organization. 

The respondent does not believe that there is a single employee in the organization who does 

not know which main goal the company has with its corporate strategy (R8). 

"This strategy lives and breathes throughout the company; the management team has been 

presenting this strategy for all departments and the information is repeated in all meetings 

and everywhere" - R8 
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At the time when the respondent planned the transformation and identified the focus areas, 

consultants were hired to assist in the work of the digital transformation. "I am convinced that 

it is important that you take help in those areas that you do not master, if you do an analysis 

and realize that you do not have that needed competence today, then you have to get it" (R8). 

At the same time, the respondent states that when the consultants were finished with their 

mission, the company did not have sufficient competence. Although it is possible to train 

existing staff, the respondent believes that, in many cases, it is required that new people with 

the right skills comes in” (R8). 

When it comes to the last problem area, customer value proposition, the respondent states 

that, ever since they were planning the digital transformation, discussions have been held on 

how the transformation affects customer value creation. Company E chose to start a 

subsidiary that work with this kind of issues, by developing new distribution channels, finding 

new target groups and new ways of selling and paying. The respondent states that in today's 

fast-changing business climate, a prerequisite for survival is to continuously develop and 

evaluate what value is created for the customers. One important part of this evaluation is to 

constantly ask the question: why one work in a certain way. 

“You cannot work with these things without questioning and constantly asking why we do in a 

certain way. If we do not question and challenge our customer offer, then someone else will 

do it and that is much worse” - R8 

 

4.7. Summary  

 

In the work of identifying main challenges with strategy development for digital 

transformation for practitioners working in companies that are part of a concern, some factors 

are particularly interesting to look at. If the digital strategy has an internal or external focus, if 

the companies work with a strict strategy or uses more of a flexible framework, the group in 

which the company is located and what effect it has received on the digital transformation are 

some examples of this. 

When summarizing the responses received during the interviews, one sees that two of the 

companies have both an internal and an external focus, one company has only internal focus, 

while two companies only have external focus. In this overview, it can be stated that the two 

companies that have an external focus are the companies that use a flexible framework as the 

basis for their digital transformation, while the other companies use developed strategies. 

Another pattern that can be identified is the fact that all three of the interviewed subsidiaries 

state the fact that the strategy is developing centrally in the concern as an aggravating 

circumstance. While the two interviewed parent companies do not find this to have had any 

negative effect. The type of needs analysis that the companies have chosen to make before the 

digital transformation differs greatly between the four companies. However, all the companies 

state that they work with an emergent approach when it comes to how to work with strategy 

for the digital transformation. 
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Table 2 - Overview of Strategic Structures 

  Company 

A 

Company 

B 

Company 

C 

Company 

D 

Company 

E 

Does the digital 

transformation have 

an internal or 

external purpose? 

  

  

Internal 

and 

external 

  

  

Internal 

  

  

External 

  

  

External 

  

  

Internal 

and 

external 

Type of plan for 

digital transformation 

  

Strategy 

  

  

Strategy 

  

  

Framework 

  

Framework 

  

  

Strategy 

  

Place within the 

concern: 

  

Subsidiary 

  

Subsidiary 

  

Parent 

company 

  

Parent 

company 

  

  

Subsidiary 

Is the digital 

transformation 

negatively affected by 

the fact that the 

strategy is developed 

centrally in the 

concern? 

  

  

  

  

Yes 

  

  

  

  

Yes 

  

  

  

  

No 

  

  

  

  

No 

  

  

  

  

Yes 

What kind of analysis 

of needs was made in 

the planning process? 

  

None 

  

Internal 

  

Internal 

  

External 

  

External 

Does the company 

work with an 

emergent or deliberate 

strategy approach? 

  

  

  

Emergent 

  

  

  

Emergent 

  

  

  

Emergent 

  

  

  

Emergent 

  

  

  

Emergent  
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When it comes to well-functioning and non-functioning parts of the digital transformation, it 

is possible to see some common patterns. For factors that worked well, three of the 

interviewed companies state that the flexible approach that works step-by-step has worked out 

well. When it comes to factors that was non-functioning, three of the companies states 

resistance from the staff and problems in the cooperation between different companies within 

the group. In other words, already at first sight, it is possible so identify some interesting 

patterns in how the companies sees their work with digital transformation. These findings will 

be analysed further in the following chapter. 

 

 

Table 3 - Overview of Strategic Outcomes 

  Company 

A 

Company 

B 

Company C Company D Company D 

Well-

functioning 

parts of the 

strategy: 

-Step-by-

step 

working 

approach 

  

- Agile 

working 

approach 

-Step-by-step 

working 

approach 

- Inspired 

employees 

-Well-

structured 

framework 

- Decentralized 

working 

method 

- Quickly 

identified 

focus areas 

- Well-

structured 

actions 

  

Non-

functioning 

or 

hampering 

parts of the 

strategy: 

- Support 

from 

concern 

company 

- 

Employee 

pushback 

- Support 

from 

parent 

company 

- 

Employee 

pushback 

- 

Development 

of information 

sharing 

systems 

- Lack of 

structure 

initially 

- Lack of 

communication 

initially 

- Development 

of new digital 

services 

- Forced to 

sync with 

parent 

company's 

agendas 

- Employee 

pushback 

 

4.8. Interview with Hans Gillior 

 

With over ten years of experience digital transformations, Hans Gillior has a clear picture of 

common obstacles and necessary focus areas for digital transformation. When it comes to key 

success factors for digital transformations, Gillior highlights the importance of having a clear 

purpose. Gillior means that the basis of the digital transformation is to define what you want 

to change, how to proceed the change and what the final goal of the transformation is (Hans 

Gillior, personal communication 2019-03-26). While formulating the purpose of digital 

transformation, it can be helpful to divide the transformation into two parameters. The first 

parameter concerns the work towards increased profitability, which is the main purpose of a 

digital transformation for many companies. Within this parameter, the company has two 
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choices, either to try to increase revenue or to lower costs. Traditionally, the goal of digital 

transformations has been to increase internal efficiency and thereby lowering the costs, 

however, in recent years, more companies are now aiming to increase revenues through new 

digital services and in some cases a new or adjusted business model. The second parameter of 

the purpose of a digital transformation concerns the company's perspective on the digital 

conversion. The organization can choose to see the transformation either from an internal 

perspective where processes and structures are in focus, but one can also choose to see it from 

an external perspective where the market, customers, networks and ecosystems are in focus. 

However, in order to be able to have an external focus, the organization need to have a 

functioning internal control with effective management, which is able to respond to constantly 

changing expectations and needs from customers (Hans Gillior, personal communication 

2019-03-26).  

Based on these two parameters, Hans Gillior has created a model where it is possible to 

position a specific company’s digital transformation based on its focus, increased 

revenue/reduced costs and internal/external, hence, to concretize what the purpose of a digital 

transformation has been and which perspective that has been used. 

  

 

Figure 4 - The purpose of Digital Transformation (The Goodwind Company/Hans Gillior, available at IDG, n.d.). 

A digital transformation is always started by a change in the culture or leadership of a 

company, but can take different forms, according to Hans Gillior, Fellow at the Institute for 

Digital Transformation (personal communication 2019-03-26). In the upper left corner, we 

find companies whose goal is to increase revenues with an internal focus. To succeed in this, 

companies can, among other things, change the value chain or increase the company's 

production capacity. In the upper right box, companies are looking to increase revenues with 

the help of an external focus. To expand the company's digital services and to revise the 

company's business model and revenue streams are common actions. In the lower left corner, 
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we find companies that want to improve the way of working with an internal focus. Digital 

tools such as robots, machines and ERPs (business-management software) are examples of 

solutions for these companies. In the lower right corner, we find companies that aim to 

improve the way of working with an external focus. With that Gillior mean that the primary 

opportunities for improvement is in the areas of communication and information sharing with 

customers and suppliers through digital tools. It is possible, and in many cases needful, for a 

company to focus on several areas. However, in order to be able to have an external focus and 

to develop new digital products and services, it is required to have well-functioning internal 

processes (personal communication 2019-03-26). 

In recent years, there is a clear trend where many companies are moving towards the box up 

in the right corner, in other words, more and more organizations are trying to increase 

profitability by offering new digital services, thus increase the revenues. This development 

mainly takes place in industries that undergo a rapid digitalization process. For traditional 

industries where the digital conversion occurs more gradually, the companies still have their 

main focus on developing internal efficiency through improved processes and working 

methods (personal communication 2019-03-26). 

Asked what problems that normally occur among companies during a digital transformation, 

Gillior mentions the fact that many companies have the wrong picture of what digital 

transformation actually is. Many companies believe that digital transformation is about 

automating products and processes, and doing so to save money. That is absolutely doable, 

but the company will not create any competitiveness. Gillior also raises leadership as a crucial 

factor. Today it is all about creating a commitment and motivation among the employees if 

you want to maximize performance. Another thing that Gillior highlights as a problem is that 

far too many companies work with long-term multi-year plans, which does not work in a fast-

moving industry. 

"Companies need to realize that these five-year plans do not help them but merely put them 

into an insecure security. You have to start thinking about cancelling these plans” (personal 

communication 2019-03-26). 

Finally, Gillior again emphasizes the importance of knowing in which direction you want to 

develop the company. It is very important that the company knows if they want to streamline 

or create new services, which underlying driving force that controls the transformation and 

also ensure that the necessary abilities exist within the company (personal communication 

2019-03-26). 
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5. Analysis 
 

In this section, the empirical data is analysed. The purpose of the analysis is to get insights 

about the research question of the study: What challenges occur in digital transformation 

processes in companies regarding their developed strategies and how can they be prevented. 

And to present guiding principles for future strategy development. The analysis has a 

foundation in the model for analysis (2.3 refers) but is also, as this is an interpretive study, 

based on general interpretations of the themes and aggregated dimensions found by using the 

Gioia methodology (example in 3.3.4.). 

 

5.1. Triggering event and purpose  
 

The triggering events to undergo a digital transformation differ as much between the 

companies as the strategies for the digital transformations does. Respondent 1 states, for 

example, that the reason why Company A made the decision to undergo a digital 

transformation, was the pressure from competitors and from the industry as a whole. 

Company A was simply forced to take part in order to stay competitive. Which is in line with 

what IDG (n.d.) emphasizes that a common cause for a company to carry out a digital 

transformation is because of all the potential benefits and how it can help create and 

strengthen competitiveness against competitors. In Company C, a generational change in the 

management team and outdated IT systems became the triggering factors. Outdated IT 

systems were also the decisive factor in Company B that needed to be able to share 

information between their IT systems in an easier way. For Company E, the triggering factor 

for the digital transformation was a changing behaviour among customer and suppliers, who 

became more and more digitally connected. This meant that Company E saw an opportunity 

to develop more individually customized products and services to its customers. This is in line 

with what Berman (2012) describes as an effect of people becoming more digitally connected, 

namely that companies now are competing in creating the most personal, relevant and 

interesting content for the customers (Berman, 2012). 

Hans Gillior (personal communication, 2019-03-26) claim that in order to succeed with a 

digital transformation, it is important to clearly formulate the purpose of the digital 

transformation. The centre of the digital transformation is to define what you want to change, 

how to proceed the change and what the final goal of the transformation is. Most of the 

examined companies states that they have an external focus. However, while looking at how 

the companies work, some companies do not live up to their aim but have, in so far as can be 

determined, more of an internal focus than what they state. One example of this is Company 

B, whose respondent claim that they have an external focus with the goal of increasing the 

sales by cross-selling and upselling which would have placed them in the top right corner of 

the purpose model. The aim of increased sales clearly places the company on the upper half of 

the model the purpose for digital transformation, but the working method for reaching their 

aim, with amongst other factors improved digital capabilities in order to take advantage of 

customer data places the company in an internal focus, resulting in them being positioned in 

the upper left corner. 

For Company C and D, the respondents state that they have an external main focus with the 

aim of simplifying for the customer and to increase the understanding of the customer through 

improved working methods, which puts them in the lower right corner. However, Company D 
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also has an internal focus part of the transformation process. There, the respondent claim that 

they want to increase the efficiency and the collaboration in the company by developing 

solutions that simplifies sharing of information and knowledge, which also puts them in the 

lower left corner. For Company A and E, the respondents state that they had both an internal 

and an external focus. In these companies, the purpose was partly to increase internal 

efficiency by improving the way they work, thus lowering the costs, but also to identify new 

business opportunities and broaden their customer group in order to increase sales. 

  

 

Figure 5 - Overview of the digital transformation purposes among examined companies 

  

By placing the companies in the graph The purpose of digital transformation (The Goodwind 

Company), it becomes clear that, besides Company B, all companies have an external focus. 

In three of the companies (A, B and E), the digital transformation is completely or partly 

aimed at generating increased sales. While in two of the companies (C, D), the digital 

transformation is aimed at improving the way of working. Companies A, D and E have both 

an internal and an external focus, which place them in more than one area in the graph. 

According to the theory, it is possible, and in many cases only viable, for a company to focus 

on several areas. However, it is important to have one area that is your main focus (Hans 

Gillior, personal communication 2019-03-26). In company E, respondent 7 stated that the 

external focus was their main focus. In Company A on the contrary, both the internal and the 

external focus was prioritized, which goes against the theory. Gillior (personal 

communication 2019-03-26) states that there is a clear trend in recent years where companies 

are moving towards the upper right corner, as they are trying to increase revenues by offering 

new digital services. Since only two of the examined companies are placed in the upper right 

corner, it is not possible to confirm this trend in our selection of companies. However, Gillior 

also states that for traditional industries where the digital conversion occurs more gradually, 

the companies still have their main focus on developing internal efficiency through improved 

processes and working methods (personal communication 2019-03-26). Since the majority of 

the examined companies operate within traditional industries, albeit in different sectors, this 

could be an explanation for why only two of the companies are placed in the top right corner. 
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Another explanation could be that of Bow and Miller (2011), who claim that it is less risky for 

a company to promote development and growth from within (Box & Miller, 2011). This is in 

line with what company A, C and D says about doing the transformation step by step and to 

find their way forward. 

 

5.2. Strategy Development and planning 
 

A report by Kane et al. (2015) as well as Carr (2003), claim that there is a general 

misconception that technology drives digital transformation when, according to their study, it 

is strategy, i.e. the method or plan that has been chosen to reach a desired future. When it 

comes to strategy for digital transformation, company A is the only company to state that they 

have a separate and officially formulated digital strategy. Companies B and E have digital 

strategies that are part of the overall corporate strategy. While company C and D state that no 

strategy per se exists, but rather a framework or “work plan” for how the digital 

transformation should be implemented. The respondent at company B states that a separate 

digital strategy would have clarified the purpose of the transformation and finds the present 

incorporation lacking. Even if the lack of a separate digital transformation strategy has given 

the company a more flexible approach, the respondent believes that it might have been good 

to separate the digital part of the company strategy, in order to get a clearer road map for the 

digital transformation. Looking at the theory, Chanias, Myers & Hess (2019) among others, 

notes that strategy is not something that a company has, it is what a company does. In this 

way, a clear work plan or framework for how the digital strategy should be designed, even 

though it is not called strategy, can have the same effect as a developed strategy, as long as 

the company has a plan for how the company should be transformed. Whether you call it a 

strategy or a framework is of less importance, what is more important is rather what practical 

actions and activities that comes from it. In other words, in order to be able to assess whether 

the companies have had a sufficiently developed strategy for the digital transformation, we 

need to look more closely at how the practical actions were prepared and implemented. 

One challenge that was specific for all of the companies in the survey is that they are part of a 

group, either as the concern-company or as a subsidiary. This can make the creation of a 

strategy and a common work plan more difficult, since the strategy must be suitable for 

several companies and many parties have the opportunity to influence the planning. One clear 

pattern that can be seen among the companies studied is that in the three companies that are 

subsidiaries (A, B and E), the respondents express that they sometimes are restricted by the 

strategy that is created centrally, and that they sometimes unwillingly must adapt to the 

agendas that exist in the parent company. Company A and B state that, instead of being 

guided by a strategy prepared by the parent company, they would rather have a strong 

framework with visions of what to achieve with the digital conversion, thus having the 

possibility to work more flexibly and develop their own work plan within the individual 

company.. Respondent 7 is partly on the same track, and states that a common strategy from 

the subsidiary sometimes means that Company E must adapt to the agendas that are in the 

parent company. At the same time, respondent 7 states that there are many advantages of 

running a common strategy within the whole group when it comes to resource management 

and cost savings. When it comes to the two studied concern-companies, company C and D, 

they do not have the same view of disadvantages that comes with a centrally developed 

strategy. Both company C and D believe that their strengths are the flexibility, and that they, 

as concern-companies only, only has developed frameworks for how the digital 

transformation should be developed. Further, they state that they have allowed the 
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responsibility to be in their operative units or subsidiaries. An interesting pattern is that all of 

the studied subsidiaries express that they are restricted and inflexible because of the strategy, 

while the two studied concern-companies do not experience that the same problem has existed 

in their subsidiaries. Another dimension in this pattern is that all the subsidiaries work on the 

basis of a strategy, while the parent companies state that they do not have a special strategy 

for digital transformation and instead work with a framework that they, in the case of 

company D whose respondent have not experienced any troubles of that kind, claim to drive 

ambitiously. Since company A and B also claim that they would have liked a clear structure 

and coordination, as long as they could work independently given a certain frame, it can be 

deducted that strong guidance is preferable, as long as all companies are allowed to take 

consideration to their individual capabilities, threats, strengths etc. Respondent 1 and 8 also 

mention the speed at which all things digital changes makes it difficult to know what to 

analyse and in what direction one should go which can be discerned as a reason for why it is a 

challenge to create a wholesome strategy.  

When it comes to the creation of the digital transformation strategy, none of the companies’ 

state that they work differently with the strategy for the digital transformation compared to 

how they normally work with strategy. In the initial phase, all companies made an analysis to 

identify what changes that were necessary. Company D and E made external analyses for the 

strategy creation, both respondents think that these were necessary and crucial for the 

transformation process. Company B and C both argue that all their digital projects must be 

based on the needs of the companies. Therefore, they made internal analyses on what needs 

that existed and which processes that could been developed. Of the companies studied, 

Company A has worked least with analysing what changes the digital transformation should 

result in. The trigger for implementing the digital transformation was rather the feeling that 

the industry and competitors underwent a digital conversion. The lack of analysis in Company 

A is emphasized by respondent 2 who believes that an analysis of needs could have clarified 

the direction and accelerated the speed of the transformation process. There does not appear to 

be a correlation between the companies as to what they decided to analyse. The initial 

analyses have however resulted in different directions of their transformations and, is appears 

as if that the analyses, before the strategies are developed, in general needs to be more 

exhaustive since it appears as if the foundations have been lacking. This is in line with Porter 

(1998; 2004) who claim that the analysis of all elements ought to be complete in order to 

create the best viable strategies.  

Looking at how the companies are working with strategy in terms of the theory about 

Activity-based process model, it is clear that all of the companies have an emerging approach 

to strategy. Respondents 4, 5 and 8 argue that today's digital society is too fast-changing to 

make strategies for several years ahead, and that they are forced to develop the strategy 

continuously. This is in line with what Henfridsson and Lind (2014) write about constantly 

developing strategies which enables continuously improvements. Respondent 8 claims that 

the opportunity to work with an emergent approach is a prerequisite for success with a digital 

transformation. Further, respondent 8 state that it is very important to have a clear purpose 

and vision with the digital changeover, but that it is necessary to be able to make changes and 

make decisions based on things that happen in the industry along the way, a trail of thought 

also deductible from all other companies. This approach is shared with Chanias and Hess 

(2016), who believe that the possibility of allowing the strategy to grow in the course of time 

is a great advantage, since this allows taking advantage of the learnings outcomes, hence, be 

able to develop a better strategy than if the strategy had been established at an initial phase. 
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5.3. Implementation of strategy 
 

When it comes to things that have worked well with the implementation of the digital 

strategy, the respondents in companies A, B and C point to the method of working step by 

step to find the best way forward during the transformation. Respondent 4 claims for example 

that the fact that Company B are able to make corrections along the way if something needs to 

get adjusted have, because of the rapid development within technology, been very important 

in the digital transformation process. “Sometimes you might rather choose to do fewer 

projects and finish them. I very much believe in working agile, taking small steps at a time 

and developing gradually, as well as finishing each part” (R4). Respondent 5 also stresses the 

importance of a working method that continuously changes and describes the method as 

working as a small company even though you are big, which enables learning along the way. 

For Company E, respondent 8 state that one thing that has worked out well with the digital 

transformation is that they have fulfilled their goals within three of the four selected focus 

areas. Respondent 8 claims that this has to do with structured process that worked as a basis 

for the strategy. The process started with an analysis of external and internal needs which 

resulted in four focus areas. Further, they formulated goals for each area and planned a way 

for reaching them. This process was well structured and also well executed, which resulted in 

achieved goals in three of the four areas within two years of time. Other companies studied 

that have not had a structured way as such (A, B, and C) are also those that have failed to 

fulfil their digital transformations to the degree they had planned to at the current moment. 

Regarding matters that did not work particularly well in the implementation of the strategy, 

three of the companies (A, B and E) point to the fact that there was insufficient support from 

the parent company and that the parent company's agenda does not always match their own. 

Company B, C and E had problems in producing new digital services that was necessary. 

Mainly because of aging IT systems that they were unable to develop. Since buying new IT 

systems is both costly and time consuming, this meant that the entire digital transformation 

has taken longer time than what is necessary. This is in line with what Gillior (personal 

communication 2019-03-26) says about external focus, that it requires well-functioning 

internal processes. If the company do not have efficient internal processes, they will not be 

able to focus on developing of new digital services. Company A and B have also been met 

employee pushback in the process of developing new digital tools. In Company B, this is due 

to inadequate implementation from the concern-company. According to respondent 4, the 

concern had not understood the extent of the projects that was initiated, which meant that they 

did not have a sufficient amount of resources to complete the implementations. In Company 

A, respondent 1 and 2 mean that the digital transformation has spread concern by the 

employees about being replaced by robots. This has led the employees to resist the 

transformation, which has resulted in the transformation taking longer time than planned. 

When it comes to things that the respondent would have wanted to do different in the 

transformation processes, three of the respondents have clear views of what changes that 

should have been done. Respondent 6 claim that one of their biggest issues in the beginning 

was that they were struggling with choosing their direction. Here, the respondent would have 

wanted to change two things. Firstly, the management team should have formulated the 

purpose of the digital transformation earlier in the process. This goes in line with what Hans 

Gillior (personal communication, 2019-03-26) state about purpose: in order to succeed with a 

digital transformation, it is necessary to clearly formulate the purpose of the digital 

transformation. The second step that respondent 6 would have wanted to change is that once 

the purpose is formulated, communicate the purpose in a much clearer way to the organisation 
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than what was done. In this way, the employees would have understood the aim of the 

transformation, and therefore been able to work more as a connected organisation in the same 

direction. 

In Company E, both respondent 7 and 8 would have wanted to do changed in the strategy. 

Respondent 7 mean that the project would have needed a higher priority within the company, 

as well a clearer expression regarding who is responsible for different parts of the 

transformation process. Lastly, respondent 8 argue about the importance of working with a 

vision-based approach instead of, like today, put up a structured working method for each 

activity. “It is better if the work is being done with project groups. Each project group is given 

a certain goal to work towards, how they reach the goal, is up to the group itself to decide. 

The most important thing is to set up a clear vision, then you adjust the method of reaching 

the vision along the way (R8). 

 

5.4. Challenges 
  

5.4.1 Leadership 

  

When it comes to challenges identified through research, there are clear problems within the 

companies studied. The first, and one of the most important challenge, is leadership. 

Westerman et al.  (2014) claims that leadership is the factor that stands out among the 

companies that show digital maturity, which is the goal of a digital transformation. All 

companies state that the digital transformation has resulted in increased challenges for the 

leaders in the companies. A competence that many of the companies’ state that their leaders 

lacked is the ability to make quick decisions, which is a result of the fast-changing climate 

that the digital transformation brings. Respondent 7 means that there are constantly new 

initiatives that need to be addressed at management level and new technology means that 

development is taking place ever faster. Respondent 8 believes that an important characteristic 

of a leader during change is courage. “If the goal is to become more flexible within the 

organization, it is important to be able to make quick decisions. It is one thing to say that you 

want to change and a completely different thing to comply with it. I think you have to decide 

which direction to head and you have to dare to stick to that direction” (R8). Despite the fact 

that leadership is generally accepted as one of the most crucial factors for a digital 

transformation (Andersson et al., 2018), and that all respondents state that there have been 

shortcomings in the leadership, none of the companies have worked proactively to prepare 

their leaders for the increased challenges posed by the digital transformation. Although three 

of the examined companies have done internal analyses of needs, the need to prepare the 

leaders has not been identified. 

  

5.4.2 Lack of clear vision 

  

Without a clear vision, the company does not know what they are working against, nor why 

(CIO, n.d.; Kotter (1995). Hans Gillior (personal communication, 2019-03-26) also highlights 

the importance of a clear vision and state that a prerequisite for succeeding in a transformation 

is knowing where the organization are heading and to understand why. Further, he claims that 

in order to find the purpose, the company needs to answer the following questions: What are 

our goals and why do we have those goals? Why are these goals important to us? Is the 
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purpose of the digital transformation to be more efficient or should it lead to new digital 

services? What are the driving forces for the transformation? Paton and McCalman (2008) 

also states that the chances of succeeding with the transition work increase significantly if the 

leaders succeed in conveying the purpose of the transition, as this creates a general 

understanding of what is going to happen and why. It is necessary that these triggers are 

expressed and communicated throughout the organization in clear, identifiable terms. They 

state further that the most important factor with the communication is about formulating the 

purpose of the change as an opportunity, to avoid the change being perceived as a threat to the 

employees. Among the studied companies, company D and E have been clear in formulating 

purpose and goals for the digital transformation. Company D and E have, among the 

examined companies, succeeded best in creating digital transformations that quite well 

correspond to what they wanted in achieve. Company A and B have not as clear as the other 

companies managed to formulate what their visions. A good example of this is the statement 

from the respondent 1, who says that one reason for the frustration is due to the fact that they 

don’t know where they are headed, who is standing behind the corner, and who their 

competition is in the future. Clearly, these are prerequisites that complicates the 

transformation. Overall, none of the companies has been working as actively as both Gillior 

and McCalmans (2008) suggests. Another example is Company A and B, where it is hard to 

identify any results of the digital transformations as clear as in the other companies. Both 

companies state that the digital transformation has been slower than expected. A reasonable 

assumption is that the companies simply have not been able to make any particular progress 

with the digital transformation since they do not know where to go. This pattern among these 

two companies clearly demonstrates the importance of formulating a clear purpose in order to 

succeed with a digital transformation, and confirms Hans Gillior's and McCalmans (2008) 

theories of the same.  

 

5.4.3. Employee pushback and organizational resistance to change 

  

One of the biggest challenges for the management is, according to Andersson et al. (2018) to 

prepare the employees for the digital transformation. This is confirmed by Hans Gillior 

(personal communication, 2019-03-26), who state that commitment and motivation among the 

employees are two key factors for a digital transformation. Both Company A and B have 

experienced resistance from the employees, the respondents from the companies believe that 

this is due to the uncertainty and concern that is created due to inadequate communication 

from the leaders. In neither company A nor B, the digital transformation will lead to the 

dismissal of staff, despite this, there are concern for this among employees. Respondents 2 

and 3 state that there is no specific strategy for communicating vision and information for the 

digital transformation in Company A, however, both respondents mean that this is necessary. 

Company B do not either have a plan for how the leaders should create meaning for the 

employees, respondent 4 says that clearer communication from the management team had 

been needed to get employees more motivated for the transformation. Company C and E have 

had a strategy for how to work with involving the staff in the development of the digital 

strategy. Company C is the only company where the respondent has not experienced any 

resistance or concern among the staff. On the contrary, the respondent says that the staff is 

inspired by the transformation that has begun and therefore wants to be part of it. In Company 

C, the communication department is also used to provide information about the 

transformation to the organization, which the respondent believes has been important in order 

to avoid creating concerns. In Company E, the staff have provided ideas for digital 

development and also worked hard on communicating goals and vision with the digital 
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transformation. These two factors have contributed to having been relatively spared from 

opposition from the staff according to respondent 7. In other words, it is possible to see a 

pattern in which the companies that worked actively to involve and inform the staff 

throughout the digital transformation had less problems with contradictions from the 

organization. That Company A is the company that has most problems with resistance from 

the staff is probably linked to the fact that they have not been able to formulate a clear 

direction for the digital transformation, thus, they have not been able to inform the staff about 

what is going on. When rumours of transformation reach the employees without the leaders 

revealing information about what is about to happen, a natural result is anxiety among 

employees. 

  

5.4.4 Lack of necessary competence 

  

In four of the examined companies, the respondents state that the company does not have 

sufficient competence to manage the digital transformation in a successful way. Two of the 

companies (Company C and E) took help from consultants to develop strategy and new digital 

tools. The respondent from Company C is the only one to claim that they had did not 

experience any lack of competence during the digital transformation. This probably comes 

from the fact that the company, before they even started the digital transformation, realized 

that they needed to the hire consultants to assist the transformation. Company E was also 

assisted by consultants initially by the digital transformation. Respondent 8 state that when 

the consultants were finished with their mission, the company did not have sufficient 

competence. This is confirmed by respondent 7 who claims that the company has sufficient 

competence on a strategic level, however, they do not have enough competence in more 

technological areas such as robotization and automatization. Having found the right 

technological solutions is seldom enough to succeed with a digital transformation. In addition 

to the need for new technology, new expertise is also often required during a digital 

transformation (Chesbrough, 2010). Andersson et al. (2018) claim that the fact that more and 

more companies are looking for staff with a high level of knowledge in different digital areas 

leads to tough competition for digital competence. The fact that it will be more difficult to 

obtain demand expertise in the companies also means that it will be harder to succeed with 

digital transformations (Andersson et al., 2018). In opposition to this theory, the problem for 

the examined companies have not been the difficulty to find the right people, rather, the 

companies have not been able to identify that they were short on the required competence. 

Maybe, the fact that four of the companies operates within heavy industry could be a reason 

for lack of technological competence. On the other hand, many of the companies have IT-

departments that work continuously by developing digital tools, which is contractionary to 

that thesis. Regardless of the reason for the lack of knowledge, the respondents in four of the 

companies agree that they lack sufficient competence. Two of the companies believe that the 

lack of knowledge has led to the companies not being able to keep up the speed as planned for 

the digital transformation, and that more help is required to be able to succeed with the digital 

transformation. 

  

5.4.5. Customer value proposition 

  

Two of the examined companies claim that they have been discussing the fact that the digital 

transformation could lead to a change in customer value proposition. In Company D, the 



69 

 

development and improvement of customer benefit is a central part of the digital 

transformation. This is one of the reasons why Company D works with an outside-in 

perspective where the customers' needs are the basis of all changes that take place. In 

Company E, they discussed the changes in customer value proposition from the perspective 

that the digital transformation should not lead to deviating from its key values, which is, 

among other things, being close to the customers. Since the three companies that state that 

they have not discussed a change in customer value creation do not consider this being a 

problem, it cannot be stated that this is a particular challenge in a digital transformation 

process. Although it is possible to state that companies D and E in some areas have been more 

successful than the other companies with their digital transformation, it is not possible to 

derive this to the fact they have been considering a change in customer value creation. 

  

5.4.6. Problems with concern-company 

  

All of the companies studied are part of a concern. One pattern that has been identified is that 

the three subsidiaries (company A, B and E) have experienced the governance from the 

concern as an aggravating factor in the digital transformation, as these companies did not 

experience that they had the opportunity to develop their own strategies. The examined 

concern-companies (company C and E) on the other hand, have not experienced the 

cooperation within the group as a negative factor. This could be because the concern-

companies do not have the opportunity to assess the needs that are required in the subsidiaries 

in order to carry out a project, which causes problems with the subsidiary. Another pattern 

that can be identified is that in all of the companies (company A, B and E) who experience the 

cooperation within the group as difficult, they work with strategies for the digital 

transformation, while in the other two companies (company C and E), the digital 

transformation as based on a framework. Asking if the subsidiaries had wished that the 

arrangement with the concern-companies to be adjusted in order to facilitate the strategy 

work, all three companies claim that they rather would have wanted the concern-company to 

formulate purposes and goals, hence, leaving a bigger part of the creation of a working-plan to 

the subsidiaries. This confirms to some extent the fact that these problems only exist in the 

groups that work with strategy and not in companies that work with framework and leaves the 

creation of working method to the organization. 

 

5.5. Theoretical concepts and development of guiding principles 
 

This study has aimed to create theoretical concepts regarding digital transformation and 

development of its strategy. According to Murphy (2002), theoretical concepts, which are 

abstract objects and mental depictions, are learned through interpretations of the surrounding 

world, of experiences. The analysis of the empirical material are based on such interpretations 

of experiences that practitioners have had in the areas pinpointed by the model for analysis.  

The theoretical concepts that can be created from earlier parts of the analysis are three in 

number. 

The ever-changing nature of digital work mean that all companies entering or planning to 

perform a digital transformation must have a flexible strategy that they can change with time, 

and a corporate climate that is agile, in order to continuously redirect without losing focus. 

This evolvement also results in that all companies need to be aware that their capabilities, 
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opportunities and threats are changing faster than normal and therefore they need to account 

for them on a continuous basis. This is demonstrated in both our expert interview with Hans 

Gillior, as well as in the companies' experiences of their transformations. Three of the 

interviewed companies point at the method of working step-by-step in order to find the best 

way forward during the transformation as a key factor. Further, one of the respondents 

claimed that the rapid development within technology means that the companies needs to be 

able to make corrections along the way, which confirms this concept further. 

For a digital transformation within a concern, it is important that each company are allowed to 

create their own strategy according to individual capabilities while the concern should create a 

strong framework. The analysis clearly points out the fact that too strict and restrictive orders 

from a concern-company can lead to companies in the concern being obstructed and limited in 

its actions. This highlights the importance for a concern-company to create a framework that 

is based on visions and goals, rather than a strict working plan, in order to maximize the 

subsidiaries opportunities to succeed with the digital transformation. By this, the subsidiaries, 

who have a better understanding of existing competencies, resources and competitors, can 

build their own plan for how to fulfil the visions. 

The last concept is that communication need to be the primary focus of a digital 

transformation. The analysis show that lack of communication can lead to both uncertainty 

about where the organisation is heading, less motivation among the employees as well as 

disadvantageous relationships with other companies within the same concern. In order to 

avoid the inefficiency that occurs when the directions of a transformation is unclear, as well 

as lack of motivation among employees, it is important to inform the organisation about how 

the transformation is going to be implemented, and to clearly communicate the visions and the 

goals of the digital transformation. The analysis of the companies shows that information that 

is linked to negative news, such as termination, should be communicated in a straight and 

clear manner. Partly to avoid false speculation, and partly because a feeling of uncertainty 

never favours the staff's efforts. For information of a more neutral nature, i.e. information that 

does not contain any directly negative news, the information should be communicated in as 

many channels as possible and on as many occasions as possible. Further, the analysis show 

that the companyies should strive to use a two-way communication. Instead of only having 

leaders that inform about the changes, the employees should be given the opportunity to affect 

the transformation by sharing their knowledge and ideas about what should be developed and 

how. This leads to an increased opportunity for the employees to affect the development of 

the company, which in turn leads to increased motivation. 

The guiding principles are, based on the analysis and theoretical concepts, structured in a 

flexible timeline for when they should take place, being, for a favourable transformation, 

however all considered from the start. 

1. Make an analysis of the company’s needs, do not focus on what other companies have 

done or are doing. 

2. Redo the analyses continuously since the development in digital solutions tend to be 

faster than the variables normally affecting strategy, meaning that strategy for digital 

transformations might need to change.  

While these two principles might seem obvious, they are according to the analysis not always 

considered and have, for two of the companies, in themselves constituted or led to substantial 

challenges. Some of the respondents state that they are experiencing the debate about 

digitization as stressful, and that the companies actions sometimes seem to be based primarily 

on a stress of competitors' digitization processes. To act in fear of falling behind and therefore 
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copying competitors will never work in a digital transformation. How the company is to be 

transformed must be based on the company's specific conditions with regard to resources, 

competence, customers and organizational structure. Therefore, ensure that the digital 

transformation is based on a need’s analysis and that all decisions that are taken are based on 

facts. 

3. Formulate a clear purpose. Digital transformation is a change of great magnitude 

affecting everyone within a company, so the purpose of the transformation needs to be 

fully developed and understandable to all. 

The analysis show that a lack of clear purpose has hampered the digital transformations, even 

in those companies that can be said have performed a successful transformation, the results 

only arrived after a concrete purpose had been formulated. Although it may be considered as 

general knowledge, the analysis shows that companies need to be reminded of the importance 

of having a clear purpose. Without a clear direction, it is difficult for the company's staff to 

know how to act. Therefore, before a digital transformation begins set up a plan for where to 

bring the company. 

4. Work based on vision and goals founded on a broad framework, enabling an agile way 

of working. 

Several of the companies studied highlight the agile working method as a key factor and as a 

prerequisite for success with a digital transformation. The fast development and change within 

digital work do not allow for the usual long-term strategies or plans according to the analysis. 

Therefore, in order to succeed with a digital transformation, a working method that permits 

constant changes and corrections is required. It is therefore preferable to run the 

transformation based on visions and goals, enabling continuing changes, rather than a strict 

long-term strategy.  

5. Ensure that the necessary expertise exists within the transformational work and the 

strategy development for it, either internally or externally in form of consultants and 

networks. Think of and use IT-suppliers as partners, not as suppliers. 

Several of the companies analysed can be said to have made sure this has been done and they 

are also the companies that have reached further in the transformation and within shorter 

periods of time than the companies that have not focused on the matter, or have believed that 

they had enough competence already without analysing the true need. 

6. Ensure that the necessary resources exist and that they are given (if within a concern). 

Drawing on the analysis the importance of giving the help needed quickly to all companies 

within a concern cannot be stressed enough. Many of the concerns studied have in their 

planning said that the digital transformation shall be a priority and something happening at 

speed, however the tools and support system has as a rule, even though that can have been in 

place, not been available or worked as well as they were expected and needed to. 

7. Prepare your leaders for the fact that a digital transformation is a very large and long 

process of change. 

The analysis highlights the importance of leaders who are “on-board” with the digital 

transformation. At a transformation of such magnitude there is a perpetual need for leaders to 

be invested in what shall happen, they cannot be kept in the dark since the drivers of the 

transformation need to know that the leaders don't rebel against certain parts of the 

transformation, in that case it could be advisable to exchange leaders before the 
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transformation beings. The leaders implementing the transformation are the bearers and the 

ones that can make the transformation happen, the strategists do not have that same power in 

practice. 

8. Communicate continuously.  

The largest single challenge that emerges from the analysis it that of communication. There is 

a fine balance between giving too little and too much information. In change-processes in 

general it can be claimed that it is better to give too little than too much information. With a 

digital transformation that can according to the analysis however be said not to be the case. 

From the analysis it emerges that the sharing of information is imperative to avoid 

fragmentation and misunderstandings. In regard to digital solutions there have been some 

companies where employees have been afraid of being replaced since that is a view many 

have of digital solutions and, even if that is the case, the information is important for if 

employees are not told whether they might be replace there is a risk that they will work 

against the digital transformation, trying to make it too difficult while, if they know that they 

will be replaced that can be stopped since they are faced with a fact. 
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6. Conclusion 
 

In this section the conclusions, implications and limitations of this thesis are presented along 

with suggestions for further research.  

 

 

6.1. Conclusions 
 

An overall conclusion that can be drawn from the analysis is that the primary areas that have 

been looked at, i.e. strategy development; strategy execution and digital transformation, in 

themselves create challenges. Whether they are correlated with each other or would exist no 

matter the other factors cannot be discerned from the findings of this thesis, resulting in the 

fact that the results of the analysis while able to give a foundation and interpretive thoughts, 

are, in their nature, uncertain. This would mean that albeit an answer to the research question 

can be presented by the conceptualisation and guiding principles they should not be seen as 

general for any given population but rather as a description and analysis of the studied 

population. 

The analysis shows that companies involved in digital transformation do not structure it in the 

same, advanced, way as has been presented in earlier research in the field. A conclusion from 

this study can therefore be that there is a gap between research and practice. 

Despite this, we have been able to make some interesting findings. Our research question 

aimed at, by examining companies that are part of a concern, identifying the challenges that 

arise in connection to strategy execution for a digital transformation, and investigate how 

these can be managed. In section 6.2 and 6.3 below, we present the main challenges and how 

companies can act in relation to them. 

It needs to be stressed that, despite the claims of earlier research on digital transformation 

strategy about the necessity of structure, the companies studied does not work at all as 

advanced, detailed and structured as earlier research would have deemed necessary for 

success. Despite this at least one of the companies have performed a digital transformation 

that their competitors deemed successful. A possible conclusion from this would be that there 

might not exist a need for a framework for digital transformations strategy execution. Since it 

is a transformation that changes a company to a great extent and no company is the same, 

those structures could hamper as much as help a digital transformation.  

 

6.2. Theoretical Implications 
 

This is the first study of digital transformation strategy development focusing on challenges 

and also the only study from a practice perspective that has studied companies that are part of 

a concern, something that has brought attention to some details that haven’t been found earlier 

in digital transformation strategy research focused on semi-independent companies. The 

theoretical contribution of this thesis is, in line with this, a general insight into the researched 

area. 
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The main findings that were made that can contribute to theoretical implications is that 

companies especially face challenges within three areas. As presented in section 5.5, these 

challenges are:  

1. Challenges connected to the rapid digital development. 

2. Challenges connected to too strict and restrictive orders from the concern-company. 

3. Challenges connected to communication. 

Based on what type of challenges the company face in these three areas, there are different 

ways to manage them. In section 6.3 below, we present the eight guiding principles that we 

identified counteract the most common problems that arise in connection to a digital 

transformation. 

6.3. Practical Implications 
 

Based on the different approaches of the companies studied, and thus differences in the 

problems they encountered in their digital transformations, we have developed eight guiding 

principles. The guidelines presented in this thesis will hopefully be a support for managers in 

their strategy development for future digital transformations and digitalisation-processes. It is 

in most cases valuable to be able to account for what other companies have experienced and 

in this thesis such experiences have been presented and interpreted. The eight guiding 

principles were presented in detail in section 5.5, below they are presented in brief: 

1. Make an analysis of the company’s needs, do not focus on what other companies have 

done or are doing. 

2. Redo the analyses continuously since the development in digital solutions tend to be 

faster than the variables normally affecting strategy, meaning that strategy for digital 

transformations might need to change.  

3. Formulate a clear purpose. Digital transformation is a change of great magnitude 

affecting everyone within a company so the purpose of the transformation needs to be 

fully developed and understandable to all. 

4. Work based on vision and goals founded on a broad framework, enabling an agile way 

of working. 

5. Ensure that the necessary expertise exists within the transformational work and the 

strategy development for it, either internally or externally in form of consultants and 

networks. Think of and use IT-suppliers as partners, not as suppliers. 

6. Ensure that the necessary resources exist and that they are given (if within a concern). 

7. Prepare your leaders for the fact that a digital transformation is a very large and long 

process of change. 

8. Communicate continuously in order to avoid fragmentation and misunderstandings. 

 

6.4. Limitations 
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As with many studies aiming not to empirically test existing theory but to give a deeper 

understanding of a phenomenon and, if successful create some new or expand on existing 

theory this study has numerous limitations. The main limitation of this thesis is its 

generalisability. The sample is to small to make statistical generalisation and therefore no 

definitive conclusions can be drawn.  

A further limitation exists in that the material collected were guided through questions, 

limiting the scope of the research. A study into this area with the same aim would have been 

better performed in line with the practice discipline of study where respondents are asked to 

tell all, creating a higher inner validity. 

Since this study has looked at companies that are part of different concerns there is difficult to 

ascertain what for example the operative units think about the views of the concern-

companies in the two cases where group management has been interviewed. This results in 

that a holistic view of a concern and its digital transformation cannot be said be presented 

within the scope of this thesis. 

 

6.5. Suggestions for further research. 
 

Drawing on the conclusions, implications and limitations of this thesis the first 

recommendation for further research would be more research. The area of research is still so 

young that comprehensive studies of the research area in general would be highly beneficial. 

Since the result of this study isn’t statistically generalisable with to the limited number of 

respondents and the research method used a suggestion for future researchers would be to 

perform a study on the challenges with a quantitative study where statistical connections and 

conclusions could be drawn  

Another interesting line for further research is to look more closely at the variable of concern-

companies through a case-study within one or several concerns where there are respondents 

from different part of the concern since this could bring to light factual problems that concern-

companies have with digital transformation 
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Appendixes 
Appendix 1 – Operationalisation Chart 
 

 

Theme Theory Reference Que

stion

s 

Digital 

transforma

tion 

1. Digital transformation 

2. The purpose of digital 

transformation  

1. Heavin & Power (2018); 

Matt, Hess & Benlian 

(2015); Chanias (2017) 

2. Hans Gillior (personal 

communication, 2019-03-

26) 

1-2 

Strategy  3. S

Strategy development 

4. S

Strategic planning 

5. D

Development opportunities and 

threats 

6. A

Activity-based process model  

3. C

chanias, Myers & Hess (2019); 

Henfridsson & Lind, (2014); 

Whittington (2014) 

4. F

French, Kelly & Harrison (2004); 

Porter (2004) 

5. P

Porter (2004); Kotler (2011) 

6. C

chanias & Hess, 2016; 

Henfridsson & Lind (2014) 

3-11 

Implemen-

tation and 

realised 

strategy 

7. A

Activity-based process model 

8. S

Strategy-as-Practice 

7. C

hanias & Hess, 2016; Henfridsson 

& Lind (2014) 

8. J

arzabkowski (2005; 2010) 

12-

17 

Leadership 9. T

The importance of good 

leadership 

10. C

Challenges within the 

leadership 

11. L

Leadership focus areas 

9. K

Kane et al. (2015)  

10. A

Andersson et al. (2018); 

Westerman et al. (2014) 

11. W

Westerman et al. (2014) 

18-

26 
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Employee 

pushback 

and 

organizati-

onal 

resistance 

to change 

12. O

Organizational pushback 

13. P

Preparing the organization for 

change 

12. A

Andersson et al. (2018) 

13. I

IOT (2017) 

25-

26 

Lack of 

necessary 

expertise 

14. N

New technology often requires 

new expertise 

15. F

Finding the right competence 

14. C

Bhesbrough (2010) 

15. A

Andersson et al. (2018) 

27-

28 

Customer 

value 

proposition 

and 

gathering 

of 

customer 

data  

16. T

The importance of creating 

customer value 

17. U

Understanding the customer 

needs 

18. G

Gathering and analyzing of 

customer data 

16. B

Berman (2012) 

17. A

Andersson et al. (2018) 

18. C

IO (n.d.) 

29-

31 
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Appendix 2 – Interview guide (Swedish) 
 

Introduktion 

- Namn 

- Vad är din titel/position?  

- Vilken roll hade/har du under tiden för organisationens digitala 

transformation? 

Digital Transformation 

1. Vilken typ av digital transformation har genomförts i företaget? 

2. Vad var syftet med den digitala transformationen? - Vilken effekt 

förväntades/förväntas? 

a. Fokuserar den digitala transformationen till att sänka kostnader genom 

att effektivisera eller till att öka intäkterna genom att skapa nya 

affärstillfällen? 

b. Har den digital transformationen ett externt eller ett internt fokus? 

Strategi 

3. Vad var den utlösande faktorn/motivationen till att ni började arbeta med den digitala 

transformationen? 

4. Hur initierade ni strategiplaneringen? 

5. Vad undersökte/analyserade ni i syfte att utveckla strategin 

6. Hur utvecklades strategin för den digitala transformationen? 

7. Skiljde sig arbetet med att utveckla strategi för den digitala transformationen mot hur 

ni normalt sett utvecklar strategier för företaget? 

8. Vilka delar i arbetet med att utveckla strategin fungerade bra? 

9. Vilka delar fungerade dåligt? 

10. Fanns det delar i arbetet med att utveckla strategin som inte var bra/hade behövts 

göras annorlunda? (d.v.s. Innan den digitala transformationen påbörjades). 

11. Om du haft möjlighet att göra om arbetet med att utveckla strategin för företagets 

digitala transformation, vilka ändringar hade du gjort? 

Implementering och realiserad strategi 

12. Utfördes den digitala transformationen i enlighet med strategin?  

13. Vad fungerade bra i strategiarbetet med den digitala transformationen? 

14. Fanns det något som inte fungerade bra i strategiarbetet med den digitala 

transformationen? 

15. Vilka utmaningar har du upplevt med strategin? Har ni varit tvungna att göra 

förändringar i den genomförda strategin kontra den planerade?  
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16. Om du haft möjlighet att göra om strategiarbetet, vilka förändringar skulle du ha gjort? 

17. tycker du att vissa delar av strategin var bra men fick negativ effekt då de 

implementerades på ett ofördelaktigt sätt? 

 

Ledarskap: 

18. Förändrades ledarskapet under den digitala transformationen?  

19. Upplevde man på ledarskapsnivå att den digitala transformationen innebar nya 

utmaningar?  

20. Hur arbetade man på ledningsnivå för att nå ut med vision och mål till organisationen? 

21. Vad var strategin för hur ni skulle kommunicera ut förändringen till de anställda?  

22. Vad blev effekten av den strategin?  

23. Ändrade ni den under tidens lopp?  

24. Vilka förändringar ansåg ni att ni var tvungna att göra inom ledarskapet inför den 

digitala transformationen?  

Motstånd från organisation och personal 

25. Lade ni i strategin någon särskild vikt vid att skapa meningsfullhet för de anställda? 

26. Upplevde ni något motstånd från personalen?  

a. Om ja: hade det kunnat undvikas om ni utformat/arbetat med strategin 

på ett annat sätt?  

b. Om nej: vad tror du att ni gjorde som medförde att 

förändringsprocessen gick utan större motstånd? 

Kompetens inom företag: 

27. Anställde ni någon ny personal/tog hjälp av konsulter för att utföra den digitala 

transformationen? 

28. Upplevde ni att ni, inför, under och efter den digitala transformationen, inom 

organisationen hade den kunskap som den krävdes? 

a. om inte: anser du att det var ett fel i strategin som orsakade detta? 

b. vilka ändringar skulle ni i sådana fall göra i strategin inför framtida projekt?   

Kundorientering, Kundnytta och effektiv datainsamling 

29. Hur arbetade ni med analysen av era kunders behov inför planeringen av 

transformationen? 

30. Vad, om något, hade du velat ändra på? 

31. En vanlig utmaning när man genomför en digital transformation (med extern fokus) är 

att det förändrar relationen till kunden vilket kan kräva en förändring i kundorientering 

och kundnytta (value proposition), resonerade ni i strategiarbetet om denna 

förändring? 



86 

 

a. Om ja: vad kom ni fram till och vad resulterade det i? 

b. Om nej: är det någonting som du anser att ni borde ha gjort? 

Öppen avslutande fråga  

Är det någonting mer du tänker på som du skulle vilja ta upp gällande strategiarbetet vid er 

digitala transformation?  
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