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Abstract 

This thesis focuses on how to make top management strategies understandable and linked to 
the daily work at the Industrial Engineering FA department in Kista. Moreover, an 
investigation is done to see which data Global Technical Dimensioning stakeholders need and 
how they prefer to receive it. Input from Industrial Engineering FA colleague’s, conversations 
with managers, stakeholder surveys, interviews etc. have been important input to the analysis, 
conclusions and results in this report.  

The author’s purpose was to improve his knowledge within Visual Communication and get an 
insight of how to use Visual Communication in the daily work at Ericsson AB. Since this was 
fulfilled, the hope is that this thesis also can help other people to create a more visual 
environment that will gain better strategy understanding in future. 
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1	Introduction	
In this chapter background material - such as information about Ericsson AB and Visual 
Communication - is provided and problem description, goals and limitations clarified. 

1.1 Background 

This thesis is based on two parts; the company Ericsson AB and the subject Visual 
Communication. The interpretation of these two parts is affected by the author’s own 
experiences and views - and has been treated in parallel to increase the knowledge step by 
step. The subject Visual Communication will be described in the theory chapter, while the 
empiric data from Ericsson AB and external companies will be described in the empiric 
chapter. 

1.1.1	Ericsson	AB	

Ericsson is a world-leading provider of telecommunications equipment and services to mobile 
and fixed network operators. Over 1000 networks in more than 180 countries use their 
network equipment and more than 40 percent of the world's mobile traffic passes through 
Ericsson’s networks. Ericsson is working towards the Networked Society, in which 
everything that can benefit from a connection will have one. Ericsson’s vision is to be the 
prime driver in an all-communicating world1. 
 
The Global headquarter is located in Stockholm, Sweden where the President & CEO Hans 
Vestberg’s office is located. Over 110’000 people are working for Ericsson and the Net sales 
for full year 2012 were 227,8 billion SEK. 
 
PIM RBS (Product Introduction & Maintenance Radio Base Stations) Kista is part of the 
Business Unit Networks (BNET) and is located in Kista, Sweden. Since this report focuses on 
strategy and Visual Communication, the hierarchy from CEO Hans Vestberg down to 
Industrial Engineering Final Assembly (FA) department will be presented. This will hopefully 
gain a better understanding through the report. 
  
 

 

 

 

 

 

                                                            
1 Ericsson’s internal homepage 
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 Production technology support to operations in terms of FA process ways of working 
(WoW), method & tools for hardware and software (HW/SW) and investment 
preparation 

 Review and suggest packaging requirements for inbound/outbound materials and 
verify that the packaging works in the supply process globally 

 Support and educate operators internal and globally by close involvement in new 
products and processes to be able to transfer knowledge to other sites worldwide 

The author to this report is responsible for Global Technical Dimensioning in his daily work 
at Ericsson, which means securing production capacity at Ericsson’s radio filter production 
sites worldwide. 

1.1.2	Product	description	

Mechanical Radio Frequency (RF) filters are used in radio receivers, where high levels of 
performance are needed. The RF filters can provide an ideal option where specific 
performance parameters are needed for RF filter applications for various radio 
communications applications, such as Ericsson’s radio base stations (RBS). Mechanical filters 
have been used for many years and offer low levels of intermodulation (IM) distortion, a 
factor that is often overlooked in many radio receiver designs.  

The various functions are performed by individual components within the RF filter. At either 
end of the RF filter assembly, there are transducers which convert the signals from their 
electrical form to mechanical vibrations and back again at the other end. These vibrations are 
applied to a series of mechanical resonators which are mechanically resonant at the required 
frequency. The resonators are mechanically coupled, typically with coupling wires to transfer 
the vibrations from one section to the next. By altering the amount of coupling between the 
sections and the natural frequency of each resonator, the response of the overall unit can be 
tailored to meet the exact requirements10. 

1.1.3	Visual	Communication	

The basis for all Visual Communication is that someone has something to say. A sender, be it 
an individual, a newspaper, a TV-Chanel, a company or an organization has to carefully 
formulate and shape a message which is conveyed to a receiver. The aim of the sender is to 
exert influence by moving, motivating or informing. The message is tailored to its purpose 
and in order for the sender to reach its receiver; a channel must be set up between them – a 
medium. The sender expects the message to generate awareness, as well as interest and 
credibility – and finally to achieve its intended effect, which often is a reaction. The type of 
message, what the sender knows about the receiver and what the receiver knows about the 
sender all play significant roles in this process, as do the context of the message and financial 
resources available [Bergström, Bo (2008)].  

                                                            
10 www.radio-electronics.com 



8 

 

When a Visual Communication project starts, the first goal should be that the user of the 
system wants to use it. Visual Communication should never be a goal itself, but to work as the 
best tool to solve a problem. A whiteboard, installation of a signal system or a TV screen 
should never be implemented before securing that the new conditions will help the team 
[Greif, Michel (1989)]. This thesis investigates how the Industrial Engineering FA department 
at Ericsson AB perceives strategies today and how it could be done in future.  

1.2 Problem description 

1.2.1	Communication	

The idea to write about Visual Communication started when the author, as a Production 
Engineer at Ericsson AB and M.Sc student at KTH, realized that a clear strategy from Top 
Management was missing. It existed, but it was not clear. Therefore, it was decided to dig 
deeper within the Visual Communication area to investigate how strategic information is 
communicated today and propose how the communication could look like in future, to help 
Industrial Engineering FA to understand Top Management strategies better in their daily 
work. 

1.2.2	Technical	Dimensioning	

Since PIM RBS Kista has the responsibility for Global Technical Dimensioning for radio 
filters, they have to initiate equipment investments to secure future production capacity 
worldwide. The calculations are based on monthly forecasts and the aim is to find a balance 
between securing radio filter production capacity and excess equipment. Lack of production 
capacity is costly when the customer demands cannot be satisfied, but on the other hand, too 
much excess equipment will affect the price of the product. To avoid unpredicted production 
capacity drops or too much excess equipment, PIM RBS Kista wants to know if specific data 
from their internal data base can improve the Technical Dimensioning decisions. The analysis 
of data will be thoroughly covered in another M.Sc thesis11 and this report will focus on the 
visualization – how to improve Global Technical Dimensioning visualization to satisfy the 
stakeholders within this area. In long term, clear and understandable information hopefully 
will improve future investment decisions.  

1.3 Goals 

The goals are to investigate the current usage of Visual Communication connected to strategy 
and study the Visual Communication needs within Industrial Engineering FA and their 
stakeholders within Global Technical Dimensioning. When current situation of how strategic 
information is communicated and when knowledge about wanted needs is clear, a Visual 
Communication Plan will be created and presented. If the results are good, the output from 
this thesis hopefully will help Industrial Engineering FA to use Visual Communication in a 
way that improves the understanding of top management strategies and link them to the daily 
work.  

                                                            
11 Raju Puri, “The effects of variations in production of filter modules on production capacity” 
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The ultimate goals for this thesis are: 

 Study how strategies from Top Management are communicated today and investigate 
how they could be communicated in future 

 Examine how Top Management strategies are received by Industrial Engineering FA 
compared to other departments 

 Create a Visual Communication Plan for Industrial Engineering FA and Global 
Technical Dimensioning to fulfill strategic objectives and satisfy their stakeholders 

 
A study visit at Atlas Copco12  in the early fact gathering phase generated an idea of how to 
connect Top Management strategies to the daily work for Industrial Engineering FA (Fig 1.6).  
Strategies from Top Management are via KPI’s (Key Performance Indicators) and Sub KPI’s 
linked to the daily work, which most likely creates understanding and motivation in the 
organization. 
 

 
Fig 1.6 – Company goals connected to daily activities at Atlas Copco13 
 
Could this approach be something for Ericsson? How to involve Management? How shall the 
information channels look like to create better understanding? There are many questions and 
this report will investigate how to solve this. From a research point of view, the goal is to 
apply existing theories in a practical example. The author’s purpose is to improve the 
knowledge within Visual Communication, get an insight of how to use Visual 
Communication in reality and develop own theories. This material could also be used within 
the company to increase knowledge within the Visual Communication area. 

                                                            
12 Study Visit at Atlas Copco  
13 Study Visit at Atlas Copco  
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1.4 Limitations 

This thesis is limited to two steps; problem description and to come up with a proposal that 
solves the problem. The report will be available for further work within Ericsson, such as 
development of the Visual Communication Plan and implementation.  

 Since this thesis is limited to 400 hours, the results of the Visual Communication Plan 
won’t be able to measure 

 A Visual Communication Plan will be created, but not implemented 

 Confidential parts might appear and detailed information, that could damage the 
company, will not be highlighted. However, to be able to grade the report and 
understand the reasoning, other numbers will be used as input if needed 

 The Visual Communication Plan will be limited to the area of Industrial Engineering 
FA at PIM RBS Kista and their stakeholders connected to Global Technical 
Dimensioning  
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2	Methodology	
This chapter describes the methods that have been used. First of all theories and approaches 
are depicted. Secondly, a description of how the research methods and empiric observations 
should be used - and how they have been used – is clarified. Finally, principals and 
interpretive field studies are described - how they have affected this report.  

2.1 Knowledge sight 

Two of the most central schools of thoughts today are: the positivism and the hermeneutics. 
The positivism advocates a picture of the world, a “real reality” and the view that the relation 
between the researcher and its subject should be maintained objective. The positivism 
advocates that the whole shall be divided into parts and that the parts shall be studied 
separately and that the result shall give an explanation. Hermeneutics, on the other hand, 
advocates an interpretation of the reality, which means that no “real reality” exists. The 
relation between the researcher and its subject is characterized by the researcher’s values. The 
hermeneutics advocates that the parts that really exists have to be understood in its context 
and that the result shall provide understanding [Nylinder, Jenny (2008)].   

The reason to the hermeneutics approach is that the author believes that the reality is affected 
by the viewer’s eyes. Viewers see and describe reality based on own views, experiences and 
personal opinions. This means that the author have to be awake on his own interpretation and 
be careful when using references to the material in the report [Nylinder, Jenny (2008)]. 
 
The approach in this thesis will be a mix of induction and deduction, an interaction between 
empiric and theory, compared to unmitigated induction where the research goes from empiric 
to theory – or vice versa if using the deduction method [Nylinder, Jenny (2008)].  

2.2 Research methods 

The empiric observations have been performed with Johansson Lindfors theories - tips and 
advises to provide a reality description. The approach it is not just to choose data collection 
methods, but also to get access to information units and empiric observations. Standardized-, 
discovery- and problem solving methods are all linked together with imaging-, theory 
generating and action oriented approach [Nylinder, Jenny (2008)].  

In the theory-generating research approach, performed with research methods, some kind of 
theory detection is the goal. Whether the discovery of the theory relates meaning, structure 
actions, events or anything else, the observations must be as natural as possible. There are 
many methods for data collection in the qualitative area. Three of the most common methods 
are open interviews, participating observations and document analysis. To be able to 
investigate Industrial Engineering FA & Global Technical Dimensioning stakeholder needs 
about strategy – and to be able to create a Visual Communication Plan - an inductive and 
deductive method will be used.  
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The tools listed in the matrix below will be used: 
 

Method Description Expected Output Comments 

Literature Collect relevant 
information, read & 
study 

Increase the knowledge 
within Visual 
Communication 

Internet, books, 
reports etc. 

Stakeholder 
interviews & 
surveys 

Prepare questions and 
perform surveys & 
interviews 

Understand needs, 
objectives and long 
term target 

Internal at Ericsson

Study visits Interviews with other 
companies  and/or 
departments 

Come up with new 
ideas that might be of 
use when creating the 
Visual Communication 
Plan 

External & Internal

Data analysis  Cooperate with 
another M.Sc student 
from Linköping 

Theoretical data that 
will be input to this 
thesis 

The M.Sc thesis 
from Linköping is 
not the same as 
this one 

SWOT Strengths Weaknesses 
Opportunities Threats 

Clear picture over 
current situation 

External & Internal

Fig 2.1 – Methodology matrix 
  

2.2.1	Literature	studies	

To increase the insight within Visual Communication, which is important to be able to find 
answers to the goals, a literature study will be performed. Data is gathered from different 
sources and media, to improve the understanding within the area. Hopefully this will help the 
reader with limited knowledge in this subject to get a better overview during his/her reading.  

A review of the literature is an essential part of the academic research project. The review is a 
careful examination of a body of literature pointing toward the answer to the research 
question. Literature studies typically include scholarly journals, scholarly books, authoritative 
databases and primary sources. Sometimes it includes newspapers, magazines, films and other 
secondary sources. All good research and writing is guided by a review of the relevant 
literature. The literature review will be the mechanism by which the research is viewed as a 
cumulative process. That makes it an integral component of the scientific process.  
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The purpose of the literature review remains the same regardless of the research method - it 
tests the research question against what already is known about the subject. Through the 
literature review, it is possible to discover whether the research question already has been 
answered by someone else. If it has, it is needed to change or modify the question. If the 
research question has not been answered satisfactorily by someone else, then it is time to 
search for these answers: 

 What is known about my subject?  

 What is the chronology of the development of knowledge about my subject?  

 Are there any gaps in knowledge of my subject? Which openings for research have 
been identified by other researchers? How do I intend to bridge the gaps?  

 Is there a consensus on relevant issues? Or is there significant debate on issues? What 
are the various positions?  

 What is the most fruitful direction I can see for my research as a result of my literature 
review? What directions are indicated by the work of other researchers? 

Nothing is completely black or white. Only the researcher can determine what is satisfactory, 
relevant, significant or important in the context of his/her own research. Eventually, a broad 
picture of the literature in the subject area will begin to emerge and it is time to review the 
notes and begin to draft the literature review14. 

2.2.2	Open	interviews	

Open interviews are of economic- and time reasons the most common discovery method. 
Since the language in these cases seems to be the most important source of information, the 
data collection should be performed in a way that the informants can express themselves 
freely. By not controlling the interview with prepared questions, the researcher instead can 
perform a conversation with the informant. The advantage is that the researcher can be very 
responsive and formulate appropriate questions over time [Nylinder, Jenny (2008)].  

Internal and external interviews will be the main type in this thesis. The reason is to collect 
needs and thoughts that will be input to the Visual Communication Plan. Personal interviews 
are the best, considering that the relation often is strengthening between departments such as 
Industrial Engineering FA and Management. It is possible to ask open questions and show 
with an example or by body language if they don’t understand. This is difficult by using 
phone or e-mail and therefore the answers will be of worse quality. The drawback is the time, 
traveling and money that might be required when using live meetings. 

                                                            
14 www.uncp.edu 
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2.2.3	Surveys	

Structured questions with bonded responses, for e.g. surveys, should be used when issues 
about facts and/or attitude are reality. Focus for the fact questions is often on habits and 
relationship meanwhile attitude questions focus on positive or negative opinions about 
different phenomena [Nylinder, Jenny (2008)].  

2.2.4	Document	analysis	

Document analysis as a research method is often about analyzing written documents that have 
been produced for other reasons than research. It could be CEO reports, goals and 
documents/protocols that have been produced for the specific research problem [Nylinder, 
Jenny (2008)].  

2.2.5	Transition	between	theory	and	empirical	

The critical imaging phase, performed by standardized methods, is when to solve problems 
that appears in the transition from theory- to empiric level [Nylinder, Jenny (2008)].  

2.2.6	Reliability	and	validation		

To be able to handle the reliability- and validation problems that are linked with the transition 
between theory and empiric, data collection methods such as surveys, structured interviews 
and different kind of data collections should be used. The goal is to be able to determine how 
the theoretical model gives a good description of the empiric reality. To get data of high 
validation, concept validity and reliability have to be reached. Concept validity is dependent 
on how what is measured really is what should be measured and how relevant this is in 
relation to the actual problem and/or the actual theoretical model. The reliability is determined 
by how the measurements are performed. Continuous measurements, for example, shall give 
the same result to give high reliability to the study. It is often up to the researcher to judge 
whether it is reliable or not [Nylinder, Jenny (2008)]. 

2.2.7	Action	research,	problem	solving	and	theory	generation	

Action research, that is performed by problem solving methods, is about to come up with 
ideas that give actions that lead to problem solving and contributes to theory development. 
Within action research, the data collection has to be performed in a way that not only 
researchers but also research objects can learn, change theory and practices. Action research is 
a joint of descriptive and action oriented data collection methods that operate in an interaction 
[Nylinder, Jenny (2008)]. Action research has not been a central method in this report, but 
served as a base for the problem solving and theory development. 

The processes within action research often considerate a five step cycle: problem description, 
problem solving, implementation, evaluation and modification of the problem solving 
[Nylinder, Jenny (2008)]. In this report, the first two steps will be considered. The remaining 
three steps will most likely be performed in the daily work after this study has been finished. 
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3	Theoretical	background	
In this chapter, existing theories regarding Visual Communication, including related parts, 
will be highlighted. Specific parts from this chapter will serve as a base for analysis and 
conclusions in this report.  

3.1 Visual Communication 

Have we succeeded with the industrialization? Will we be able to transfer the products to 
volume site in time? Any IM yield improvements planned? Are our activities connected to the 
strategy? To get answers on these kinds of questions, you often have to enter the office and 
ask. Go into another world, into the land of abstractions that seems to be the only thing that 
can give a purpose to the physical production. Michel Greif wrote these words 24 years ago 
[Greif, Michel (1989)], but we still face this kind of problem – the visualization is not good 
enough and you often have to enter different parts of the office to get strategic plans, goals 
and other kind of information. 

The realities in production are invisible and the factories are without soul, Greif continues. He 
realized that there was a link between the feeling of being in an inhabited factory and the 
visual environment. But also Visual Communication can end up as a total failure. Old posters, 
dusty whiteboards, old diagrams on the wall, clocks not working etc. are just a few examples. 
Greif’s impression was, back in 1989, that Visual Communication is divided from other kind 
of communication. In every company, it is relative easy to install fiber for telecommunication, 
implement screens for internal messages or to start up an internal magazine. But if a company 
try to implement a Visual Communication system in an organization that not adapt certain 
principals, the result most likely will be of poor quality. 

The subject change direction. What from the beginning was about technical aspects – how to 
make a visual whiteboard, what data to show, what diagrams to use, where to place them etc. 
– more and more switch over to things like “why is some organizations better suitable for 
Visual Communication?”, “what is required to get the personnel care about the 
whiteboards?”, “what problems to expect?”,” how will the hierarchy react?” and “who should 
participate when creating the visual environment?”.  

In the same way as Greif did, the author to this report have decided to investigate how Visual 
Communication can help the factory to lead, understand and communicate strategy rather than 
implement Visual Communication in the production line. It is not about implement a Visual 
Communication system, it is about create a visual organization and it starts with this report.  

Many factories need to improve within the area of communication. Personal messages, 
reports, phone calls etc. is no longer enough. It is hard to improve production flows, delivery 
precision, new product introductions, technical dimension etc. if the employees cannot 
cooperate and understand each other. The solution is not only technology. Even though you 
can use Skype with your colleagues in China, it won’t help if the mechanical workshop 
doesn’t know what is happening in the production line. Even though you can use your 
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advanced computer and print multiple diagrams, it won’t help if no one reads it. According to 
Greif, the problem is not to communicate a lot between different departments far away from 
each other, but to communicate in the right way in the right area. A close, ordinary 
communication is what is needed [Greif, Michel (1989)]. 

3.1.1	Climate	change	comparison	

When the author to this report searched for literature within the Visual Communication area, 
“Visualizing Climate Change” appeared in the search results. An idea appeared immediately, 
that the connection between invisible strategies and today’s environmental problems are 
similar. Strategies that are not visualized well enough are difficult to understand and this is 
frustrating for many managers and employees. At the same time, the invisible carbon dioxide 
appears to contribute with same type of issues for the environmental scientists – no one can 
see it and it’s difficult to connect the important information to individual levels. This quote 
explains the invisible climate change issues:  

“It’s of course hard to picture climate change, because carbon dioxide is invisible – if it were 
brown, we would have stopped producing it long ago” [McKibben, Bill (2012)] 

“Nothing I can do about it”: Some people feel overwhelmed and powerless to act, or that their 
individual efforts will make no difference. This state of mind is what academics call “lack of 
agency”. Feeling that our actions are insignificant means we are much less likely to engage in 
pro-environmental behavior. “It’s somebody else’s responsibility”: We often fail to accept 
personal responsibility on environmental issues and parallels can be made to the strategic 
discussions here as well. People don’t understand the strategy and without understanding it is 
harder for the employees to realize “what’s in it for me”? In order to reframe perceptions and 
stimulate more action on climate change, a new lens for clearer vision and foresight is needed, 
according to Sheppard [Sheppard, Stephen (2012)].  

Three core principles that advance this goal, fleshing out the recommendations from the social 
scientists while making them simple to apply in practice when engaging the public are: 

1. Make it local 

2. Make it visual 

3. Make it connected 

  



17 

 

Making it local means more than just providing conventional climate change information at 
the local level - it may also mean opening people’s eyes to climate change all around them. 
Perhaps the most important rationale for the community perspective is to provide a third way 
for people to learn about climate change.  

 

 

 

 

 

Audience 

Fig 3.1 – Key ways in which climate change information reaches us, including potentially 
from our local environment (the third way)  [Sheppard, Stephen (2012)] 

Clearly, people act when the local climate change evidence is dramatic, as with Hurricane 
Katrina. At the ASLA (American Society of Landscape Architect’s) conference in San 
Francisco 2007, Al Gore beamed in by live satellite hook-up to give the keynote address: his 
main point on the subject of climate change to the designers and environmental 
communicators was: “Find a way to make it visible” [Sheppard, Stephen (2012)]. 

Communities need better Visual Communication - systematically applied - to make sense of 
current conditions around them, to engage their interest and enthusiasm and to guide behavior, 
Sheppard says [Sheppard, Stephen (2012)]. Moreover, social marketers for e.g., recommend 
using “prompts” such as labels or signs in the home to remind people to turn off lights to save 
energy. In Germany and UK the use of smart meters – installed in highly visibly spot in the 
home to show real-time electricity usage – has significantly reduced consumption simply by 
making visible the consequences of actions which previously went unquestioned. As with 
video-games, instant visual feedback becomes a key source of motivation and gratification.  

How can this be relevant to PIM RBS Kista you may think? Well, the strategy is the key 
messages that state the direction we should take. If the employees never see any labels or 
signs – how should they find the right way? The question is how to make the signs. What do 
the employees want to see? The key message for climate change is to “think globally, see 
locally, act locally.” and this should be the same for Ericsson AB. Seeing may be the critical 
missing link connecting thinking and acting on issues, reinforced by what we hear [Sheppard, 
Stephen (2012)].  

Local environment – 
the ”third way” 

Deniers Science 
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Each individual may have to confront several perceptual barriers in order to move through the 
progression represented in the flow diagram. It may take only one barrier of sufficient 
strength anywhere in the sequence to prevent progress. The end result is the same: no action. 
Some barriers are internal to the person, others arise from external factors. Each barrier may 
thus require a different solution. 

As shown in Fig 3.2, the progression is not strictly linear: both knowing and seeing must 
come together for recognition to happen. This is where mentally things click and insight 
happens. Barriers to either seeing or knowing will prevent recognition of how for e.g. climate 
change affects the community. Recognition is central to enhanced perceptions, but other 
stages are needed to achieve it. Seeing is a crucial pre-condition, as is requiring some prior 
knowledge. By itself though, seeing is not enough without also recognizing what we are 
seeing [Sheppard, Stephen (2012)]. The arrows are the key influences: 

 

Fig 3.2 – The community awareness to action framework [Sheppard, Stephen (2012)] 
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It is not enough just to see something, we also have to know the relevant facts to be able to 
confirm or refute is apparent meaning. Therefore a systematic approach is needed, to 
recognize signs either as direct evidence or as a type of condition that is consistent with 
climate change trends [Sheppard, Stephen (2012)]. 

3.1.2	Strategy	before	pictures	

Beating the emptiness takes strategic thinking, creating a pattern of discussions and actions in 
the present to guarantee success in future. Those who are responsible for a business have to 
work their way through an overall communications strategy before they can get to the point of 
grouping together their arguments and starting to think about the text and pictures that will 
then form their message. This overall strategy includes a mission statement, a marketing plan, 
the branding, communication criteria and a communication plan [Bergström, Bo (2008)].  

Talking about messages, the more mass media shout, the more clutter will be generated until 
it eventually become too much. The receivers begin to listen without hearing, to watch 
without seeing and are influenced without feeling. At this point, stronger vocal cords no 
longer provide any help. What is needed is a message that is strong enough to cut through all 
this clutter, even with the merest whisper. Formulating and designing the message is therefore 
crucial. All the strategic work will go down the drain if the message is unable to get through. 
When the goal, the target group and the medium have all been sorted out - it is time for the 
message [Bergström, Bo (2008)]. 

The receiver is said to be convinced by rational arguments, but logic is no more important in 
decision-making than emotion and (attempted) objective arguments are no more relevant than 
subjective ones. The optimum message is based on one main argument. But if there are more, 
i.e. several supporting arguments; what order of presentation will achieve the best impact? 
The rule of thumb is to start with the strongest and keep the second strongest until last, with 
the weakest arguments in between. It is also common to sum up or repeat the strong main 
argument at the end, for example in the last paragraph of the text or in a pay-off or a tag line 
by the logo. It has to be clear who should draw the conclusion: the sender or the receiver. The 
rule of thumb here is to let the receiver draw their own conclusions. It is important to make 
the receiver feel involved and proactive, leading them to work out the message for themselves 
[Bergström, Bo (2008)].  

The key is to clearly highlight the problem or need - or allow for a wish to be fulfilled. The 
sender has to create as much drama as possible using negative motifs in text and picture, so 
that the receiver identifies with the message and recalls a frightening experience or worrying 
personal shortcoming. The greater the problem is, the greater the desire for relief and 
solutions [Bergström, Bo (2008)].  

All communication takes place on the receiver’s terms, in theory, so the sender should 
consider the receiver carefully, so that the message can get through. However, surveys often 
give a highly generalized view and when the sender adapts and makes assumptions 
accordingly, it often rings false. The receiver isn’t influenced in any way. So what is the 
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solution? Maybe the focus on the receiver is far too intense? Clearly, senders should not try to 
think entirely from other people’s point of view, but use their own brains. This is aligned with 
the motivation theory, shown in the interview chapter (Jonas Odin). Senders can be so 
exclusively focused on what they think the receiver wants to hear that they end up censoring 
themselves. No wonder the messages become monotonous when the key to any successful 
story has been lost: the desire to tell it. The sender has constantly been chanting the mantra: 
“Who is the receiver? Put the receiver at the centre!” The mantra should really be: “Who are 
we? What do we want to say? How do we want to say it?” [Bergström, Bo (2008)].  

This information is exactly aligned with what Julia Mastelle explained during the internal 
communications interview (chapter 4.4.1), that the higher management on BNET Supply level 
sometimes asks what we think regarding strategy objectives. Maybe they forget to ask 
themselves: “Who are we? What do we want to say? How do we want to say it?” 

The answer is to resist the “tyranny of the receiver”: to let the insight and love of storytelling 
shine though. A good story, as personal and exciting as a great play, film or novel always 
comes across. The latter sticks out its neck and asks the sender to break the tyranny of the 
receiver, i.e. not to tailor the message to the receiver but to base it around the sender. The 
message comprises two elements, the basic message and the incisive message. The basic 
message has to be based on the receiver, while the incisive message comes from the sender 
and should be bursting with a desire to tell a story, urgency, shrewdness, self-awareness, 
distance, drama, emotion and surprises.  

The sender should tell the story she or he wants to tell and do so in the way it feels most 
suitable. The receiver will soon be singing from the same hymn sheet [Bergström, Bo (2008)]. 

The basic message focuses on the receiver, but the incisive message must be packed with the 
sender’s own desire to tell a story, making the receiver part of an enthusiastic audience. 
However, the receiver is also very demanding and without some point, most things will be 
incomprehensible and without insight. Without surprise there is no curiosity and without 
personality, no interest. Telling receivers what they already know is a waste of resources. 
There are different grades of the message: static and dynamic. The static message gives the 
audience what they expect, while the dynamic one offer the unexpected [Bergström, Bo 
(2008)]. 

The conflict and the present captivate the receiver, but that is not enough, so AIDA comes to 
the rescue. AIDA stands for [Bergström, Bo (2008)]: 

 Attention 

 Interest 

 Desire 

 Action 
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3.1.3	Relevance	in	Visual	Communication		

Relevance in Visual Communication can be illustrated by the following formula: 

A strong image that creates attention but lacks relevance in results in the message having little 
effect: 1 x 0 = 0. 

A weak image, which is still valid in its context, does not influence the viewer to any great 
extent either: 0 x 1 = 0. 

However, if the image is strong and the viewer also feels that is has been placed in a relevant 
context, they will be captured by the message: 1 x 1 = 1. [Bergström, Bo (2008)] 

3.1.4	Linear	Communication	Model	

The sender – the newspaper, company or agency – conveys a message to several receivers, 
who may be a large group of readers, a society of potters or the majority of a population. The 
message only goes in one direction and the sender therefore has no idea whether the message 
has reached the receiver, whether it has been understood or how the receiver has reacted. This 
mass communication is never more than information (monologue) or one-way 
communication. The opposite, two-way communication, is something completely different 
and according to the theories, it only occurs in conversations between a few people. However, 
in mass communication the editor, the marketing manager or the information officer is able to 
create something similar to two-way communication. To do this, the message has to be 
designed so that the sender can discover whether the receiver has actually received it. This 
form of response is called feedback or dialogue and it involves getting the receiver to react 
[Bergström, Bo (2008)]. 

The entire communication process is described in a simplified communication model below. 
The model shows that the message often does not reach the entire target group. It is only part 
of the target group, the receivers, who are reached.  

 

 

   

 

 

 

Fig 3.3 – The linear communication model [Bergström, Bo (2008)] 
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The receiver has an idea about something. An action is the aim. Attention, relevance, feeling 
and thought have influenced the receiver to change from passivity to activity. The receiver 
does something, but did that happen? Maybe there has been a brief conflict between the left 
and right sides of the brain. The right side of the brain is a hedonist, an emotional yes-man 
eager to accept inviting messages. The left side of the brain is logical and rational and quickly 
sees the advantages but also the disadvantages [Bergström, Bo (2008)].  

Visual Communication demands a very special form of creativity known as framework 
creativity. It is still needed to come up with masses of ideas on the right subject, but you have 
to do it within the parameters of a particular framework. You can’t give your imagination free 
rein and soar off into flights of fancy all of your own, as that will only confuse the receivers. 
The big challenge is to push the boundaries, not to exceed them. It is always a good idea to 
look up and seek inspiration from new contexts. If the company or its messengers derive their 
inspiration and references from nothing but their habitual and secure surrounding’s, there is a 
risk of inbreeding. This can be termed groupthink, where everybody thinks the same way and 
brings with it a lack of self-criticism, resulting in everyone overestimating their own abilities. 
Many people say that as simple a thing as taking a different route to work can help facilitate 
new ideas. It can give you the opportunity to forge an acquaintance with a lot of new things 
and to see everyday things in a different light [Bergström, Bo (2008)]. This confirms that the 
study visits that are planned definitely should be performed.    

The term “form” relates to how the visible shapes or configurations have been created and to 
how various the different parts have been arranged. The term “content” covers what these 
different elements are filled with and also what thoughts and types of information are being 
conveyed. Form and content are considered to be mutually interdependent. The form cannot 
exist until it has some content to present and the content does not truly exist until it has taken 
shape in the design process. At the same time, it is important to remember that the content 
should lead the form and not vice versa. The interplay between the design and the content is 
what creates that important first impression, paving the way for the message. Design + 
Content = Message [Bergström, Bo (2008)]. 

3.2 Motivation and goals 

From the Visual Communication chapter, the report now continues with theories regarding 
how important goal setting and understanding of strategies is to achieve motivation in an 
organization.  

3.2.1	Maslow’s	hierarchy	of	needs	

One way to get employees (followers) to engage in and persist with the behaviors needed to 
accomplish group goals is to appeal to their needs. Needs refer to internal states of tension or 
arousal, or uncomfortable states of deficiency people are motivated to change. This is also 
aligned with Jonas Odin’s figure in chapter 4.3.4. Hunger would be a good example of a need: 
people are motivated to eat when they get hungry. Other needs might include the need to live 
in a safe and secure place, to belong to a group with common interests or social ties, or to do 
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interesting and challenging work. If these needs were not being met, people would choose to 
engage in and persist with certain behaviors until they were satisfied. According to this 
motivational approach, leadership practitioners can get followers to engage in and persist with 
certain behaviors by correctly identifying and appeasing their needs. According to Maslow, 
people are motivated by five basic types of needs. These include the need to survive 
physiologically, the need for security, the need for affiliation with other people 
(belongingness), the need for self-esteem, and the need for self-actualization15. Any person’s 
behavior can be understood primarily as the effort directed to satisfy a particular level of need 
in the hierarchy. Which level happens to be motivating a person’s behavior at any time 
depends on whether lower needs in the hierarchy have been satisfied or not. According to 
Maslow, lower-level needs must be satisfied before the next higher level becomes salient in 
motivating behavior16. 

3.2.2	Goal	setting	

One of the most familiar and easiest formal systems of motivation to use with employees, or 
followers, is goal setting. From the leader’s perspective, this involves setting clear 
performance targets and then helping followers create systematic plans to achieve them. 
According to Locke and Latham, goals are the most powerful determinants of task 
behaviors17. Goals direct attention, mobilize effort, help people develop strategies for 
achievement and help people continue exerting effort until the goals are reached. This leads, 
in turn, to even higher goals. Locke and Latham reported that nearly 400 studies involving 
hundreds of tasks across 40’000 individuals, groups and organizations in eight different 
countries have provided consistent support for several aspects of goal setting. The research 
showed that goals that were both specific and difficult resulted in consistently higher effort 
and performance when contrasted to “do your best” goals. Moreover goal commitment is 
critical, merely having goals is not enough. Although follower participation in setting goals is 
one way to increase commitment, goals set either by leaders unilaterally or through 
participation with followers, can lead to necessary levels of commitment. Commitment to 
assigned goals was often as high as commitment to goals followers helped to set, provided the 
leader was perceived to have legitimate authority, expressed confidence in followers and 
provided clear standards for performance. Followers exerted the greatest effort when goals 
were accompanied by feedback; followers getting goals or feedback alone generally exerted 
less effort. Goals can be set for any aspect of performance, be it reducing costs, improving the 
quality of services and products, increasing voter registration or winning a league 
championship. Nevertheless, leaders need to ensure that they do not set conflicting goals 
because followers can exert only so much effort over a given time. Successfully completed 
goals give followers a sense of job satisfaction and easy goals are more likely to be completed 
than difficult goals. However, easily attainable goals result in lower levels of effort and 
performance than do more difficult goals18.  

                                                            
15 answers.mheducation.com 
16 answers.mheducation.com 
17 answers.mheducation.com 
18 answers.mheducation.com 
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Research suggests that leaders might motivate followers most effectively by setting 
moderately difficult goals, recognizing partial goal accomplishment and making use of a 
continuous improvement philosophy by making goals incrementally more difficult. These 
results indicate that leaders wanting to improve individual or team performance should set 
high but achievable goals and express confidence and support that the followers can get the 
job done. So, how could leadership practitioners apply goal setting to increase PIM RBS 
Kista’s motivation levels? Given the research findings the managers should work with 
followers to set specific and moderately difficult goals, express confidence that they can 
achieve their goals and provide regular feedback on goal progress. It should be specific and 
measurable goals. Managers need to ensure that individual goals do not conflict with team or 
organizational ones and should also take care to set measurable goals; that way they could 
give the feedback they need to stay on track19. 
 
A practical method for implementing goal setting in organizations involves the creation of 
balanced scorecards. Kaplan and Norton argue that most of the measures typically used to 
assess organizational performance are too limited in scope. For example, many organizations 
set goals and periodically review their financial performance, but these indicators suffer from 
time lags. It may take a month or longer before the financial results of specific organizational 
activities are available and they say little about other key organizational performance 
indicators. To get around these problems, Kaplan and Norton advocate creating a set of goals 
and metrics for e.g. employees where goals and metrics make up leading indicators that are 
root cause to other problems. Curphy20 has developed balanced scorecards for rural Minnesota 
hospitals and school districts. For example, hospitals begin this process with a comprehensive 
review of their market demographics, customer trends, financial performance, internal 
operations and staffing and facility data. Key community and health care leaders then create a 
new five-year vision for the hospital and set strategic priorities in the customer, financial, 
internal operations, and workforce and facilities categories. These priorities are refined further 
to create clear, measurable goals with readily available metrics to track monthly progress. 
These balanced scorecard goals are used to drive specific department goals and track hospital 
performance and have been very effective in helping all hospital employees understand how 
their efforts contribute to the hospital’s overall performance. In several cases hospital 
performance has dramatically improved as a result of these balanced scorecard efforts. A 
monthly balanced scorecard report is included in all employee pay statements and is a key 
topic of discussion in hospital and department staff meetings. Staff members review goal 
progress and regularly devise strategies for achieving department and hospital goals. A nice 
thing about the balanced scorecard is that it helps employees be proactive and gives them 
permission to win. In too many organizations employees work hard but never see how their 
results contribute to team or organizational performance. Adopting balanced scorecards is a 
way to get around these problems. 

                                                            
19 answers.mheducation.com 
20 answers.mheducation.com 
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3.2.3	Empowerment		

Empowerment is the final approach to motivation that will be discussed in this chapter, since 
this most likely will be an important factor to be able to implement a successful Visual 
Communication Plan. In general, people seem to fall into one of two camps with respect to 
empowerment. Some people believe empowerment is about delegation and accountability; it 
is a top-down process in which senior leaders articulate a vision and specific goals and hold 
followers responsible for achieving them. Others believe empowerment is more of a bottom-
up approach that focuses on intelligent risk taking, growth, change, trust, and ownership; 
followers act as entrepreneurs and owners who question rules and make intelligent decisions. 
Leaders tolerate mistakes and encourage cooperative behavior in this approach to 
empowerment21.  
 
We define empowerment as having two key components. For leaders to truly empower 
employees, they must delegate leadership and decision making down to the lowest level 
possible. Employees are often the closest to the problem with most information and as such, 
they can often make the best decisions. Leaders wishing to empower followers must 
determine what followers are capable of doing, enhance and broaden these capabilities and 
give followers commensurate increases in authority and accountability22.  
 
The psychological components of empowerment can be examined at both macro and micro 
levels. Three macro psychological components underlie empowerment: motivation, learning, 
and stress. As a concept, empowerment has been around since at least the 1920s and the vast 
majority of companies that have implemented empowerment programs have done so to 
increase employee motivation and productivity. Many empowerment programs are poorly 
implemented - the program is announced with great fanfare, but little real guidance, training, 
or support is provided and managers are quick to pull the plug on the program as soon as 
followers start making poor decisions23. This is important to remember when creating the 
Visual Communication Plan.  
 
Although the motivational benefits of empowerment are sometimes not realized, the learning 
and stress reduction benefits of empowerment are more clear-cut. Given that properly 
designed and implemented empowerment programs include a strong developmental 
component, a key benefit to these programs is that they help employees learn more about their 
jobs, company, and industry. These knowledge and skill gains increase the intellectual capital 
of the company and can be a competitive advantage in moving ahead. In addition to the 
learning benefits, well-designed empowerment programs can help reduce burnout. People can 
tolerate high levels of stress when they have a high level of control.  

                                                            
21 answers.mheducation.com 
22 answers.mheducation.com 
23 answers.mheducation.com 
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Given that many employees are putting in longer hours than ever before and work demands 
are at an all-time high, empowerment can help followers gain some control over their lives 
and better cope with stress. Although an empowered worker may have the same high work 
demands as an worker that is not empowered, the empowered worker will have more choices 
in how and when to accomplish these demands and as such will suffer from less stress. And 
because stress is a key component of dysfunctional turnover, giving workers more control 
over their work demands can reduce turnover and in turn improve the company’s bottom line. 
There are four micro components of empowerment.  

These components can be used to determine whether employees are empowered or not and 
include self-determination, meaning, competence and influence. Empowered employees have 
a sense of self-determination; they can make choices about what they do, how they do it and 
when they need to get it done. Empowered employees also have a strong sense of meaning; 
they believe what they do is important to them and to the company’s success. Empowered 
employees have a high level of competence: they know what they are doing and are confident 
they can get the job done. Finally, empowered employees have an impact on others and 
believe that they can influence their teams or work units and that co-workers and leaders will 
listen to their ideas. In summary, empowered employees have latitude to make decisions, are 
comfortable making these decisions, believe what they do is important and are seen as 
influential members of their team24. 

3.3 Organizational culture 

Organizational culture is the personality of the organization. It is the combination of qualities 
that gives the organization its distinctive character and makes it interesting. Organization 
culture includes habitual patterns or behavior, thought and emotions. It also includes the 
assumptions, values, and tangible symbols (artifacts) that an organization’s members share 
amongst themselves and that they pass on to new members. The concept of organization 
culture became popular in the 1980’s, when Japan’s economy was soaring – and American 
executives worried the prevailing quantitative research was not explaining why American 
business were falling behind. As a result, emphasis shifted from the functional and technical 
aspects of management to the interpersonal and symbolic aspects of management [Kenney, 
Keith (2009)].  

If we look at something and then close our eyes and try to create the image we’ve just seen in 
our minds, scientists have discovered that we use the same nerve cells for both processes. The 
neurons that become activated when we see an object or attempt to recall it are in the medial 
temporal lobe of the brain, which is the area involved in memory. So our ability to recall 
images suggests that our attention to images is much more tied to our interests and our 
memory than we believed to be the case before this research was done [Berger, Arthur 
(2008)]. The very structure of the eye has an effect on the way we design and use space. In 
Western countries, we tend to focus our attention on objects and not on the spaces that 
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27 

 

separate them. By contrast, in Japan, spaces are perceived, named and revered as the prime 
interval. We all have the same eyes, but what we see – or perhaps what we focus our attention 
on – differs from culture to culture [Berger, Arthur (2008)]. 

What makes Visual Communication stand out in the factory is not to provide information with 
help of pictures and photographs, but to make the information available. Visual 
Communication is communication of the visual and gives a group of persons a more correct 
picture of the reality. Visual Communication is always meant for a group and not an 
individual. A visual message is for everybody in the organization – for everyone that can see 
the information.  It is not enough to see the information, you have to understand it. However – 
and this is one of the fundamental changes from conventional communication – the 
understanding is not created because you are a specialist but because you are part of a visual 
culture. It is easy to see the advantages – everyone can reflect on the production plans or the 
strategy to help colleagues to do the right thing every day [Greif, Michel (1989)]. 

To try to implement Visual Communication system in an organization with fixed hierarchy, 
where the top manager know things others don’t, is very risky. Visual Communication is 
about company culture where the most important is participation. Successful companies 
within Visual Communication prioritize participation and share responsibilities, work tasks, 
improvements and values (company goals and cultural identity). Most likely no one has 
succeeded with the strategy by forcing someone to be interested in whiteboards showing 
results. The fundamental thought is to, in a systematical way, broad the number of receivers. 
Since the information is not provided to a specific group or person, it is all about to get as 
many as possible to care about the information and understand it. This is difficult. If the 
message is not to me, why should I care about it? Everyone needs to feel: “That is our 
information”. To get this feeling, it is vital to get the personnel involved and take part in the 
strategy work. As long as decisions are not decided together – it is not possible to implement 
Visual Communication. In fact, it is not Visual Communication at all - it is just ordinary 
conventional communication where the “more important people” tell others what to do. When 
using conventional information, you are sending information. When using Visual 
Communication, you are not sending anything – you are building a field of information to get 
the personnel have access to that field. With other words, while the conventional factory - 
with its electronic board - is satisfied after presenting some random messages to their 
employees, the Visual factory put effort to let the personnel see [Greif, Michel (1989)]. The 
messages are not spinning around; they are part of a vision field. Information circuits 
disappear and get replaced by a field with information. At the same moment as the field of 
information with neutral messages appears, the Visual Communication landscape will show 
the reality. There are two consequences if a company decides to reach a Visual 
Communication organization: 

1) If the reason to Visual Communication is that operators in the production lines shall 
understand everything that is important for the organization, it could be an explanation 
why many factories are overloaded with information.  
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 Does the group have a productivity goal? If yes, it should be visible. 

 Are the operators responsible for the quality from the production lines? If yes, 
it should be visible.  

 Do we have accurate process instruction that has to be followed? If yes, it 
should be visible. 

 Have a specific team reached success? Make it visible. 

Everything connected to goals and KPI’s shall be visible. 

2) The second consequence is related to the opposite theory; if everything in the vision 
field without doubts provides an exactly meaning for the recipients, it will be difficult 
for them to deny the truth by abstract counterarguments. In a Visual Organization, the 
dust on the shelves is an equal important sign as the inventory turnover number. 
Visible continuous machine faults in the mechanical workshop are just as important as 
the number you can read on the last “frozen capital row” in the balance sheet. The 
defect units in the corner, that no one seems to care about, risk to work as a quiet but 
convincing denial speech about outstanding quality from the excited Management 
team. It is important to highlight following: If an organization decides to implement a 
Visual Communication Plan, the Management team – traditionally working with 
abstractions – first must go back to reality [Greif, Michel (1989)].  

In the traditional communication methods, the foreman or unit leader had a centralized role 
over the communication. In an organization that wants to use Visual Communication, these 
tasks will instead be to build up a communication environment and make it living [Greif, 
Michel (1989)].  

A vital question for the principles within Visual Communication is: why should for e.g. the 
Industrial Engineers agree on showing bad results? Why should they agree on turning their 
faces to higher Management teams just to “lose their faces” (fail) seconds after? There is only 
one answer to that question - same answer as from all other companies that have succeeded 
with their Visual Communication implementation plan - to post the results in an area where 
they fulfill a specific function. They are expressing facts, so never to come up with 
corrections. The neutrality is the strength within Visual Communication.  

The connections between environment planning and Visual Communication can be 
summarized like this [Greif, Michel (1989)]: 

1. The prerequisite to develop a Visual Communication is to have an own territory. An 
own territory is not something someone owns, since it is connected to a public area. It 
is a question about aligned control regarding tools and environment.   

2. Visual Communication is developed to reach 100% increased information exchange 
intensity. Firstly within a small group (for e.g. Industrial Engineering FA), secondly 
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between the small group and the rest of the organization. The visual organization is at 
the same time improving the team building cooperation.  

3. Where to place the information carriers (for e.g. whiteboards) provides a double 
message: 

‐ That everybody can see a message in the area that the work is performed also 
means a shared responsibility to all involved parties. 

‐ Posts on a territory assume that involved parties have a distance to them. Both 
active and passive parties must be able to meet as one team and face objective 
realities without blaming others or feeling guilty. 

3.3.1	The	territory	

When a company starts a project with Visual Communication, the first concrete activity is to 
decide the territory. By giving this territory a name, by giving characters suitable for the 
group, conditions for future communication carriers are created. The esthetical forming is not 
necessary to create art, but to make it feel like home. The group members should therefore 
chose the design of the territory with support from an expert or similar to coordinate the 
whole picture [Greif, Michel (1989)]. 

When documentation is visualized, the hierarchy conflict is immediately radically changed.  
As soon as documents and instructions getting visualized in areas where the work are being 
performed, questions about whom owns the knowledge rights will be different. The 
transformation is radical and strongly reminds of a revolution. In a visual organization, 
knowledge belongs to persons that belong to the territory of knowledge – not to someone 
[Greif, Michel (1989)]. Again, since the author to this report do not really know the strategies, 
it should be possible to connect Greif’s methods to improve strategy understanding.  

Four fundamental rules to keep in mind before posting something visual in the factory: 

1. The method shall exist 

2. It shall be visible to everyone 

3. It shall be accepted by the users 

4. It shall be possible for the users to question it 

Visual documentation means the methods new ways of expression. By changing direction of 
the perspective – from a formulization of coercion to a formulization of participation – the old 
concept nor method has revived [Greif, Michel (1989)]. 

3.3.2	West	vs.	East		

Katsuyoshi Ishihara, one of Japans most known quality specialists said: Good products can 
only be manufactured if the operators follow the job norms carefully. The job norms are 
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included in a document that shows how to reach quality. You cannot produce good products if 
you don’t follow the norm, but let everybody work after they own ideas. Within the Industrial 
Engineering FA department, this is a well-known problem. Work instructions are performed 
in Kista, where new radio filters are developed. When the Project Office gets the mission to 
transfer a new radio filter product to a volume production site in EU or Asia, the work 
instructions also are transferred. However, these production sites develop their own 
production work instructions, make improvements, change process flows etc. So, when a 
quality problem appears, it is difficult to find the root cause of that problem. Same production 
processes worldwide is therefore something that is highlighted within Ericsson now. 

Aren’t detailed instructions the opposite of a modern, independent culture you may ask? This 
is a fundamental misunderstanding, since the formalized methods is received as an obstacle 
against independency [Greif, Michel (1989)]. Are clear instructions and strict rules really 
something that affects independency? Greif faced these questions for many years ago and he 
thought that the industry continuously was paying for the sins of the Taylorism. The Japanese, 
on the other hand, seemed to disregard from this since they – in their collective culture – 
could appreciate the formalization of the methods, for its advantages within communication 
and improvements rather than coercion [Greif, Michel (1989)]. The point is, when this 
discussion appeared for Greif, no one thought that the work instructions could have been 
performed by the users (operators) in cooperation with the technical departments. The reason 
to this, according to Greif, is that the industrial culture we live in still is affected by a number 
of preconceptions. Many companies won’t accept the fact that operators are involved within 
this area. To formulate a rule, to explain a method, to formalize detailed instructions – that is 
a privilege only for those outside the production floor. Only they got the right to print the laws 
[Greif, Michel (1989)]. 

When Greif visited Nummi’s factory in Fremont, California he was overwhelmed by the 
amounts of varying and accurate work instructions and methods. The most fascinating was 
that the time studies were performed by the operators. An operator performed the analysis and 
videos were used to help the group understand how the most efficient of them worked. Each 
time an improvement was performed, the instructions were updated. The number of updates is 
the best measurement method to see how fertile in ideas the operators are, the Production 
Manager William K. Borton explained [Greif, Michel (1989)].  

At Ericsson, the process evaluation and measurements are performed by engineers and office 
personnel. Moreover, the strategy is communicated from Management level and very seldom 
linked to the daily work. Is it any difference really, when comparing initiatives in the 
production line and initiatives regarding strategy? Could participating engineers from 
Industrial Engineering FA improve the strategy understanding? How should the Visual 
Communication Plan look like, to improve understanding and participation?  

Frederick W. Taylor documented schedules, work instructions, machine manuals etc. in a way 
that was suitable for personal knowledge, where someone with centralized knowledge kept 
control over the situation. This method will fail as soon as the control is limited to Managers 
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and other functions outside the production line, according to Greif. A question all companies 
continuously should ask them self - until they have succeeded with a practical answer – is: 
why does the knowledge still has to be limited to a certain amount of Managers within the 
same organization? The only realistic goal should be to let everyone be involved to 
accomplish synergy effects and enable business growth. One of the strongest characteristic for 
a Visual Organization is that it gives an answer to that question.  

According to Greif, lack of good communication is not necessary equal to decreased quality 
or efficiency. That is the main problem, since everything works out fine in years – until one 
day when the company face big customer needs that put requirements on stock levels and 
operation times. It is by then the non-existing system with direct information is vulnerable. 
Even though the operator - that continuously repeats her/his tasks without instructions - can 
manage the work, others must be able to get support from directives that cannot be 
misunderstood. Otherwise the quality of the work will suffer. This is the reason why 
companies that are striving for being flexible and productive (for e.g. Ericsson) also must 
strive to provide knowledge immediately. If so, team leaders can focus on leadership, 
organization and forecasts instead of solving problems [Greif, Michel (1989)].  

3.3.3	Flexibility		

Flexibility is one of the four main focus areas for BNET Supply.  

Flexibility has, according to Greif, three different components. De two first – the ones most 
people first think of - are dependent on either material resources (flexible machines) or 
personnel policy (flexible times).  The third component often has a tendency to be neglected. 
It is an interface between the human and the human’s resources. The purpose is to increase the 
human’s ability to movement when using the material tools. A prerequisite for this kind of 
movement is better communication with the environment: machines, storage devices, material 
handling systems, tools, data systems and administrative tools [Greif, Michel (1989)]. The 
idea can be summarized with: 

FLEXIBLE TECHNOLOGY  VISUAL DOCUMENTATION  VARIABLE 
MANPOWER 

The prejudices are still valid and two of them have ruled the factories for a long time. 

1) Norm documents are only for the offices. The basic principles within visual 
documentation are the opposite: everyone should have access to it and primarily 
production staff. 

2) A norm is made to consist, which means, because a specialized department has put 
effort to develop it. Therefore, it is common that durability is a sign of quality.  

A Visual Organization believes that a good norm is a norm that continuously develops. It is 
not necessary a method, but a way to invigorate improvements. Visibility is important for the 
questioning of the norms, which generates improvements. When everybody has access to the 
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norm document – or the strategy – it is open for critique and suggestions to improvements. A 
company that focuses on making for e.g. the strategies more visible has to pass certain phases 
and follow some rules. The practical aspect of the development of a Visual Organization can 
be divided into four groups [Greif, Michel (1989), Page 80]: 

1) Decide the area that the documentation shall cover 

‐ A document shall instruct, so the documentation – or visualization – has two 
purposes: transfer knowledge or give instructions 

‐ Which sectors in the factory shall be considered and what shall be visualized 

2) Formulate information carriers 

‐ If the visual documentation becomes a technology, it is an information carrier 

3) Implement a system that can be updated fast 

‐ As soon as a company realizes that the goal of visual communication is not to 
force some one, but to implement participation, the perspective will be different.  

‐ The traditional way was (and still is) to focus on what people did not know. Now 
focus should be on what everyone knows – make it visual and share the 
information so that others can use it 

‐ When a group wants to use resources in a collective way, information must be 
visible 

4) Let the personnel participate 

‐ If the group decides to join, the strategies will be more living since the 
information, connected to strategy, will be handled by the whole organization 

‐ By broaden the field of visual communication, the company will create a more 
unified organization that everyone is involved in  

While Visual Communication is implemented, the personnel more and more will use the 
information that is written. They trust on the information which is good, but the disadvantage 
with that trust is that even small ambiguities can lead to wrong maneuvers. The visual 
documents have to be detailed enough, not only regarding what will be done, but also 
additional information if something risks being misunderstood [Greif, Michel (1989), Page 
85]. 

One of the prerequisites to make Visual Communication successful is fast updates. Old 
information will affect the personnel’s’ trust of the system. The update method must be 
developed very carefully, since changes most likely will appear often. It is not enough to say 
“hurry up”, but to build a complete system that guaranties fast updates no matters the 
circumstances [Greif, Michel (1989), Page 93]. 
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It is important to determine every moment in detail. Who is responsible, according to which 
method and within which time? Besides the psychological aspect, there are two other benefits 
when the personnel are participating in the Visual Communication project. 

1) Visual Communication works as all other product and in this case, the employees at 
PIM RBS Kista are the customers. They have to understand the strategy, so why not 
let them join when creating the strategy, to achieve better quality? Create a project 
group consisting of representatives from different areas and collect data from 
personnel meetings and surveys. Some companies have realized that this mass 
communication technique is related to commercial, so they let someone from the 
marketing participating as well. It is a perfect opportunity to create cooperation 
between departments and develop visual tools. 

2) Specialist departments will be offloaded if everyone knows what to focus on and 
delegated task can be visual [Greif, Michel (1989)]. 

When creating the visual communication tools one idea could be to, in advance, decide that 
some areas shall be empty for additional personnel information.   

3.3.4	What	is	Visual	Communication?	

The Kanban method is for many known as a typical example of Visual Communication 
because visual cards are placed at a board. Let’s say that the board is replaced by a computer 
screen, still with exactly the same information, the only difference is that the computer is 
handling the cards. Is it still Visual Communication? Let’s say that the computer now also 
receives sales forecasts from the marketing department that can be used for prioritizations in 
the production line. Is that Visual Communication? The problems with determine accurate 
boarders for Visual Communication are significant and they indicate that thoughts are on 
wrong track. It is easy to try to find a definition based on the tools rather than a definition 
based on the relationship between the human and the system [Greif, Michel (1989), Page 
102]. 

Three rules for Visual Communication [Greif, Michel (1989), Page 107] 

1) At any time, anyone can have access to visual information at for e.g. a whiteboard 

2) The steering rules are visible 

3) Employees that belong to the specific department are involved in the logic steering. 
Firstly in the daily work, secondly in the general planning of the system’s efficiency. 
The rules are not imperative orders from management, but results from the 
cooperation. 

It is difficult to give a comprehensive definition of Visual Communication, since the number 
of situations often makes it too complex. There is both a variable and a constant involved: 
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 The variable is that level where the visual technology is used during the decision 
making. When you manage the material stock with Kanban, it is visual 
communication. When you post a production plan, created by a computer, on the 
whiteboard it is also visual communication. 

 The constant has to do with the relation between the humans and the logical 
system. A relation that is summarized in the three fundamental rules within Visual 
Communication: 

 

    

 

 

 

 

 

Fig X.X – The visual steering 

 

 

 

Fig 3.4 – Three fundamental rules within Visual Communication [Greif, Michel (1989), Page 
108] 

It turns out Visual Communication is not an algorithm but communication. A production plan 
in the office is not visual steering. According to Greif, many production facilities made a big 
mistake when they introduced computers in the production and removed the visual posters. A 
plan is a tool for decision making, Greif said, but it seems we have forgotten that it is also a 
tool for communication and a symbol. In many companies most people care about the 
technical aspects of logistic problems, the dimension of communication has been forgotten. 
The computer is a good tool for individual communication, but not for group communication. 
What’s missing is a common interface. That day when the computers can provide a broader 
visibility (messages on a sign, visual presentation of stock levels, flow diagram etc.) it will be 
an important in the visual steering of the factories [Greif, Michel (1989), Page 109]. 

One of the original characteristics within Visual Communication is to provide communication 
between the human and the logistic system – to give it a certain place in the industrial 
planning. 

SEE TOGETHER 

 Ahead or behind schedule 

 Stock levels 

 Available machines 

ACT TOGETHER 

 Aligned goals and rules 

 Participation in 
improvements 

 

KNOW TOGETHER 

 Delivery commitments 

 Goals and plans 

 Steering rules 
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Follow three golden rules [Greif, Michel (1989), Page 112] 

1) The targets shall be realistic and possible to achieve regarding available resources and 
organizational rules 

2) The targets shall be exactly defined, with an accuracy that has been agreed on earlier. 
Do not try to exceed it, just because to impress, since it will cause confusion for the 
team. Everything shall be aligned and if someone believes that it is possible to for e.g. 
produce more, it shall be aligned with the team. According to the Japanese production 
specialists, it is needed to anchor the logistic system around realistic targets before 
developing a more advanced system. Before moving the board with goals far away, 
you have to learn to hit bull’s eye first.  

3) Finally the visual targets shall be linked to the most important targets that the entire 
organization strives for. Implied factors such as economical information that only 
managers know about, material savings, personnel utilization etc. cannot affect the 
plan. Visual Communication and free insight. If visual information shall be effective, 
it must also include the problematic aspects. With other words, what is visual always 
need to be prioritized over what is not visual.  

Greif highlights an example from Japan, which shows that the way you interpret an 
occurrence - and also the way you react on an occurrence – is a question about construing. To 
see ills, Shiego Shingo says, is the most difficult.  

During his visit in Japan for many years ago, he saw a slogan on all walls: “Eliminate defects 
and waste”. He turned to the guiding director to ask: “Director X, do your personnel consist of 
idiots?” The surprised director explained and assured that his personnel were very competent 
people.  

Shiego Shingo continued: “when people see defects, they put effort to eliminate them, but the 
difficult part is to see them. What you should write is not “eliminate defects and waste”, but 
“try to find defects and waste””. When people not care about what they see, when most of the 
ills are perceived as “normal”, then the company has big problems Greif says [Greif, Michel 
(1989), Page 128]. 

Production is experimental science 

The view that operators, that are performing the tasks at the first level in the organization, are 
the improvement people is a contrary to quite many preconceptions. When Greif wrote his 
book back in 1989 it was (and still is) common that directors, on the question what industrial 
improvements they planned to do, they often answered: automatic machines, increased 
production capacity, high stock capacity remote controlled trucks etc. To make improvements 
was to invest. To invest was to by equipment, spend money to invent new technology or buy a 
new machine. It was difficult to picture an improvement without a big check and several 
months of work for the technological departments. Reduce defects, waste of materials or re-
work was officially not included in the improvement plans. It seems like production has 
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become theoretical science, but science is largely based on observations. Observe, notice 
details, register incidents, find root causes and come up with continuous improvement 
proposals to improve the organization [Greif, Michel (1989), Page 132]. 

3.3.5	Create	a	reaction	system	

1) The information shall be fast 

2) Put the information where it belongs 

3) Let the entire group be involved 

There are two advantages by letting the entire group be involved. First of all it improve the 
ability to act, anyone can help. Secondly everyone can observe what is happening in the 
group, it is not just information. In a more efficient way, compared to an eloquent director, the 
organization’s value system is now going to be built up [Greif, Michel (1989), Page 137]. 

  In the Kaizen book from Masaaki Imai, it is highlighted that Western companies always 
have prioritized results before processes and that the differences are based on a correlation 
between two management styles. In West, focus is on short-term profits and not so much how 
the profits are reached. In Japan on the other hand, they believe that the most important is to 
determine good processes and to follow them.  It seems like the Western people focus on the 
golden eggs, while the Japanese care about the health of the hen [Greif, Michel (1989), Page 
167]. 

3.3.6	How	to	create	the	plan	

Aligned ideas regarding for e.g. the organizations operational businesses and goals have to be 
anchored, so the planning phase when creating the plan can take several months [Greif, 
Michel (1989), Page 186]. Personnel have to be educated, so that everyone is at the same level 
when the project starts.  It should preferable be done in two phases: 

1) Basic education regarding economical terms, so that everyone understands which 
roads to choose to make the company heading forward: sales strategy, quality, 
logistics, measurement of costs, utilization of human- and material resources etc. This 
could be needed to understand the manager’s different KPI’s. The education is a 
perfect opportunity to state that it is not a question about controlling the employees, 
but to provide them with new tools for communication and planning. A tool that 
enable the employees to be accurate. It is no longer acceptable to say “they are always 
late”. You measure time. 

2) Clarify terms that could be difficult to understand. What is Visual Communication? 
What are improvement goals? What is a norm? Elementary measurement methods, 
selection of relevant parameters and graphic shapes – all concepts have to be known 
before the first boards (or similar) are put on the wall. 
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When it is time to start, it should preferable be done in small scale. In general, the method to 
be used is decided with the pilot department and that has some benefits: 

 The Visual Communication project group has not thought of everything and some 
changes are always needed 

 Since the first pilot is kind of a test, it is always easier to get the personnel involved 

 Within a short time of period, visible results are available, which is easy to share with 
the rest of the organization. People speak about it, look, comment, think etc. Curiosity 
makes the rest. One member from the Visual Communication project group can then 
help other departments to follow their example 

According to Mr. Hue, acting manager for the assembly department in Renault’s factory in 
Sandouville, it is needed to wait for the right opportunity before starting a Visual 
Communication project.  Even though a new board can be interesting in the beginning, it is 
not a sustainable attraction. It is only attractive if it answers precise questions that the team 
members wonder about. Therefore, the preparation phase should focus on the questions and 
not the answers. When the personnel start to ask questions, it’s time to start the project [Greif, 
Michel (1989), Page 187].  

This report was as a matter of fact started when my colleagues wondered about the strategy at 
PIM RBS Kista. Their questions led to own questions and after a number of conversations 
with my manager, it was decided to dig deeper in the Visual Communication area.  

3.3.7	Visual	Communication	implementation	

The common goal is more general than the project. It states the principles the company 
choose to manage the development. It helps to strengthen unity. There are many different 
ways to visualize this kind of messages, but it is always a phase where you have to prepare. 
First of all something has to be mentioned at a personal meeting, or in connection with 
education. It is important to explain, since it needs time to mature and lead to unity. As a 
matter of fact, a formulized and general target is useless if the employee disagree. Before 
Renault’s assembly department’s general targets were presented officially, a team circulated 
in the production, to explain what was motivating these general targets and what the printed 
messages meant. A good solution to get acceptance is to visualize at two levels. Firstly with 
help of public document, that is presented by the Top Management and discussed within the 
entire company. Secondly, discussions on production floor- or team level. The presentation of 
the general targets for the company is by this way communicated in a more personal way 
[Greif, Michel (1989), Page 229]. 

Mr. Deschamps, workshop Manager at Renault, implemented Visual Communication in a 
way that involved all his employees. A workgroup decided what should be measured and how 
it should be presented, but that was not enough. He invited 2 students, probably within 
marketing, to create something special that could be used during the launch of the new 
system. They did small books and posters of the same type as for commercials. He also 
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mentioned that flags could be used and when people come and ask what it is, he hands out 
small books with information about the system. Original ideas are necessary to get people’s 
attention according to Deschamps [Greif, Michel (1989), Page 188].   

Visual Communication cannot grow without some kind of culture. On the other hand, Visual 
Communication contributes to culture growth. These kinds of projects are strengthening 
during the implementation and the most important is to believe in it and get started [Greif, 
Michel (1989), Page 237]. 

During many years, production was similar to weight lifting. Everybody was standing alone to 
lift their weights. Today it is more like football or ice-hockey, since the production has 
become a team sport. Everybody participates in a competition where it is needed to stay at 
world class level and not be moved to division 2. The competition is very hard and it is easy 
to realize that a successful company not is one where the CEO and a couple from higher 
management are the only ones that have a clear picture over the game. Therefore, it is now 
time to put lights on the stadium [Greif, Michel (1989), Page 242].  

It is pointless to try to get the personnel involved and interested of organizational Visual 
Communication if not the local department communication routines has been implemented 
before. This is because the personnel have accepted and understand the measurements. It is 
vital to go from the individual to the public and not vice versa. To create good cooperation 
between the team’s goals and the company’s goals is not easy. All opportunities should be 
considered to strengthen the feeling of unity. Top Management should consist of a department 
that keeps control over the factories results. The coordination can be easier if the way of 
measuring is aligned for the local teams through the whole factory.  

What is remarkable for Visual Communication is that it gives a meaning of what you see. Its 
main efficiency is created by that the company have one single picture over the reality. If 
what is visualized not is aligned with reality, the Visual Communication system will lose big 
parts of the efficiency – the boards appear in a physical way, but not psychological.  

Before general goals are visualized, the detailed goals should be decided and visualized. 
Before visualizing the organization’s project that involves everyone, you should place the 
maintenance plan next to the machine – and follow it. Before stating that the whole factory 
have high moral, you should clean the floor in the workshop. The Visual Communication is a 
new language that requires effort to be able to understand, learn and implement. It’s not easy 
to express yourself in a new language without first learning the grammar [Greif, Michel 
(1989), Page 227]. 

Renault uses cards to communicate their strategy. On the first side, the companies general 
policies is stated, the second one is filled by the factory manager (goals and objectives), the 
third one is filled by the production manager (own policies linked to previous pages), the 
fourth one is for each individual to fill in (feel a connection to the strategic objectives). 
Company’s policies go from abstraction to reality for everyone [Greif, Michel (1989), Page 
230]. Factories that have succeeded with Visual Communication have not focused on a 
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universal concept, but rather many different solutions. This is, according to Greif, not 
surprising since the correlation between Visual Organization and company culture.  

As for humans, all factories do not have the same face. Greif gives five recommendations 
[Greif, Michel (1989), Page 234]: 

1) Precise project goals 

2) Estimate how big the cultural changes will be 

3) Determine a general plan 

4) Create a need 

5) Implement the project 

Since PIM RBS Kista today already uses Visual Communication, the cultural differences 
won’t be very big. The tricky thing is to implement strategic information in the visual 
landscape, to strengthen the connection between for e.g. engineers and Top Management. It is 
important that the purpose of Visual Communication is crystal clear and that everybody from 
the beginning knows what the organization wants to achieve. When the targets are set, 
directors should be participating. Firstly to sort out what they want to achieve with Visual 
Communication and how this can contribute to that the industrial policies are implemented 
successfully. This should be done before starting with changing activities. Secondly to decide 
if the culture is mature enough to manage the tasks within a Visual Organization and clarify 
what might be needed to solve in term of for e.g. education or support [Greif, Michel (1989), 
Page 235]. 

According to Greif, these are the most important factors when it comes to company culture 
[Greif, Michel (1989), Page 236]: 

 Knowledge and information should be public  

 The employees should be comfortable in their environment (territory) 

 Work in small groups shall be prioritized 

 Informal contact between different levels in the hierarchy should be intensified 

 Implement a system with overlapping responsibility areas 

 Control functions should be concentrated on observations, facts and problem solving 
rather than searching after someone to blame 

 Production staff should be involved in the workshop improvements 

 Go back to the “floor” after years of centralized company managing 

 Go back to the reality after years of abstract company managing 
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3.4 Communicate strategies 

When the organizational culture is on track, it is times to start communicating strategies and 
according to Hirsch, it is needed to understand three principles which are the essence of 
communication to become an effective communicator [Hirsch, Herbert (2003)]: 

 Connection 

 Flow 

 Reinforcement 

Connection means connecting what we have to what some reader, audience or listener needs 
or wants. We have a point to make or an idea to convey, but that point or idea may not be 
something the recipients of our communication will immediately grasp as being relevant or 
interesting. Hence, it is up to the communicators to make the connection and not leave it to 
the recipients to sort out [Hirsch, Herbert (2003), Page 6]. Flow means taking the recipients of 
our communication smoothly and effortlessly from what they need or want to what we have 
and not vice versa. It is the mechanism of the connection that provides a degree of comfort 
within the communication flow. Reinforcement means providing support for the elements 
within the flow. Reinforcement is the substance – the collective, supporting details that are the 
foundation for the connection – and it must convince the recipients that the flow will work. It 
is up to the communicators to demonstrate this support. 

These three principles are the constant force behind all communication. Once mastered, they 
become a useful road map by which communication can be navigated regardless of type or 
technical particulars [Hirsch, Herbert (2003), Page 7]. When making the connection, it is not 
preferable to start with the subject and then decide how to connect it to our readers. Rather, 
the reader’s needs or desires should be in focus to decide how to connect the subject to them. 
This requires additional effort, because it is necessary to understand the reader’s needs to 
decide how the subject may be properly connected. One important thing to remember is that 
communicators often need to provide an understanding to audiences that have different ways 
of thinking, acting and understanding than those they normally communicate with [Hirsch, 
Herbert (2003), Page 122]. The role of the communicator is not to train the user to understand 
the technology, but to bridge the culture gap and set the technology in the user’s comfortable 
and familiar context. Politicians seek attention by organizing press conferences and by 
offering good photo opportunities for news cameras, but their ability to control the publicity 
still depends on how the media and the audience respond to their performance [Hirsch, 
Herbert (2003), Page 92].  This can be connected to how Ericsson continuously arranges All 
Employee Meetings (AEM’s), with the risk that no one gets the message from Management. 
What is the strategy and what’s in it for me as a Production Engineer? 
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3.5 SWOT 

SWOT Analysis is a useful technique for understanding Strengths, Weaknesses, Opportunities 
and Threats. For example, by considering the weaknesses within Visual Communication, it’s 
easier to manage and eliminate threats25. I remember from my B.Sc. studies that the SWOT 
model often is used within marketing/sales and the examples below are also from that area. 
However, it could be useful in this case as well, since I want to know more about the current 
situation within PIM RBS Kista. 
  
Threats 
These are external factors such as obstacles in the marketplace, cash flow issues, new trends 
or competitors’ focus. For this section also include any pertinent information from your 
personal life that harms your business. Anything internal or external that could damage the 
Visual Communication Plan? When going through the analysis, it’s good to be as specific and 
rigorous as possible. The more fine-tuned and accurate the data is, the more likely you can 
simply add the information to your living business plan and make any necessary 
modifications. 
 
Opportunities 
These are external factors that present ways to grow, new trends to capture or events. Include 
any pertinent information from your personal life that supports your business. This thesis 
could be an opportunity to improve Visual Communication, but maybe something else outside 
the factory can help? 
 
Weaknesses 
Another internal set of qualities that contributes to lost sales, skill gaps, slows- or stops 
growth. In what way shall we not develop the communication plan? 
 
Strengths 
This is an internal set of qualities that makes your small business unique, strong and shows 
your unique selling proposition. This can also be used for Visual Communication. What are 
the strengths within PIM RBS Kista that can be useful when creating the communication 
plan? 

 
Fig 3.5 – SWOT Model26 

                                                            
25 www.mindtools.com 
26 www.abilitysuccessgrowth.com 



42 

 

4	Empirical	data	collection	and	analysis 
This chapter treats the empiric findings from observations, interviews, surveys, chats, 
document analyses etc. Firstly some of the ways of working, including problematic, that have 
been discovered will be described. Secondly Ericsson’s strategies, how they are perceived and 
communicated by managers and their employees, are treated. 

Approximately a dozen interviews have been performed, both internal and external (study 
visits), where the main subject has been Visual Communication from a strategic perspective. 
During the conversations, new approaches of how to implement a Visual Communication 
Plan from a strategic perspective have been developed – both for the informant and the author 
to this report. 

4.1 External study visits 

4.1.1	Alfa	Laval	

CEO Lars Renström communicates the ”5 in 5 vision”, which stands for 5 BEUR in 5 years 
(turnover). 

He also wants the revenue to be 15%, so it is all connected to money. From this level, 
strategies for Alfa Laval are developed and right now they look like this: 

‐ Product Competitiveness 

‐ Prime Performance 

‐ Structural Growth 

This is the Top Strategy for Alfa Laval and this has to be divided into more concrete goals. If 
we look into a specific unit within Alfa Laval - a department called “Business Center High 
Speed Separators” – we will see that the goals still are on high level: 

‐ Biggest 

‐ Profitability 

‐ Best Value 

These goals could for e.g. be connected to: orders and before-tax profits, R&D, elimination of 
faults, introduction of new products etc.  

 

 

 



43 

 

The strategies are the same as on top level. If we hold on to the unit “Business Center High 
Speed Separators” and dig into the R&D department, we will get closer to concrete goals: 

 

Fig 4.1 – Organization at Alfa Laval27 

Goals for R&D: 

‐ R&D Costs 

‐ Eliminate faults on the top 30 products 

‐ Secure X and Y Projects 

‐ Knowledge based product development 

‐ Environmental goals (1% fuel saving with Project X and 90% less mud with Project 
Y) 

Still, these are fuzzy goals hard to measure. We have to dig one step deeper in the 
organization to find more concrete goals: 

 

Fig 4.2 – Organizational structure at Alfa Laval28 
                                                            
27 Study visit at Alfa Laval 
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In the Project Office, the goals look like this: 

‐ Reduce cost for Product “PXA” and “PXB” 

‐ Put “Product Q” on the market 

‐ Take TG4 (Toll Gate 4) for “Project Z” 

‐ Secure delivery of “Machine XZ” etc. 

Different Project Managers will be responsible for the different goals and it’s up them to 
decide detailed numbers. How much shall we reduce the costs for Product “PXA” and 
“PXB”? When exactly should “Product Q” be on the market? This detailed information is 
moved to a white board where status is communicated to Managers every morning. It is 
located in the middle of the office, so everyone can see it. At the bottom of the white board, 
you can find KPI’s which is connected to the strategies. The visual system obviously exists, 
but compared to Scania they are still a bit behind. 

4.1.2	Atlas	Copco	

As mentioned in the problem description, a study visit at Atlas Copco in the early fact 
gathering phase generated an idea of how to connect Top Management strategies to the daily 
work at Industrial Engineering FA (Fig 4.3). Company goals and strategies from Top 
Management are – via KPI’s (Key Performance Indicators) and Sub KPI’s – linked to 
activities and the daily work, which most likely creates understanding and motivation in the 
organization. It is easy and logic to connect daily activities to the general company goals, 
which is the purpose to this thesis. 

  
Fig 4.3 – Company goals at Atlas Copco29 

                                                                                                                                                                                          
28 Study visit at Alfa Laval 
29 Tobias Bergendahl, Atlas Copco 
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4.1.3	Scania	

Scania has a clear strategy from “P&L” level, which is the Top Management level for 
Production & Logistics. They create a strategy plan which for example includes a vision and 
goals. The goals could be 0 accidents, 0 faults, numbers of trucks per employee and year etc.  

From the P&L level, the strategy is communicated down to the next level in the hierarchy. A 
strategic plan for DT (Driveline/Transmission) is developed and also this plan is 
communicated down to the next level in the hierarchy – to the DTA 
(Driveline/Transmission/Axis) department, that one Peter is the Manager for. Both the 
Manager Peter and his Production Engineering colleague Magnus state that the plan is easy to 
understand. The strategic goals are not only soft visions, but rather goals that you can 
measure. This is an advantage when it comes to activities on individual level, since you know 
exactly what the organization wants you to achieve. Magnus, which is on the level below 
Peter, creates his own plan together with his colleagues for their department and from that 
level, it is visualized how all initiatives are connected the Top Management Strategy. It is 
only on the last level – the production floor – that you can’t see the strategies on whiteboards. 
Floor staffs are included in the yearly review of the strategy, but all whiteboards in the 
production are connected to daily activities rather than long term strategy. Logic, but to create 
even more involvement at all levels, maybe it would be good to include more strategy on the 
bottom floor as well?  

To create a strategy is one thing. The difficult part is to make it living – to build an 
organization in which feedback continuously run between departments and hierarchy levels. 
Scania is successful here. If we start from the production line level, Scania has developed a 
process called Real Time Management (RTM). RTM consists of a Supervisor for the specific 
production process step (in this case rear transmission drive lines) and a Team Leader for each 
part of the production process. In the production line, where the study visit was executed, the 
process is divided into two parts and therefore they have two Team Leaders, which are 
responsible for the staff in the production line. They report key numbers four times per day 
and the level above report this information further up in the organization one time per day. 
Every department all the way up to DT level receives information from the production floor 
every day. Every month, trends are reported to the P&L level that is responsible to update 
strategies and connect to the board of Scania. In this way, information and feedback passes 
through the whole organization.  

The top strategy on Peter’s level is communicated every year; the key numbers every month 
and production floor status every day. In Magnus case, strategy for his tasks is developed 
once a year and this is based on the strategy from P&L. When Magnus strategy is set, it has to 
be approved by P&L. When the strategies are approved at all levels it is time to start working 
with them and this is done by following method: 
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Fig 4.4 – Scania strategy method 

Peter tells that Scania has been very good in the Principals- and Methods parts, but much 
worse when it comes to the results. Results is about to execute the strategies that have been 
set within the organization. “We have developed the leadership part very much the last two 
years and everything is about leadership”, Peter tells. “However”, he continues, “there must 
be a balance between methods and results”. He means that too much effort on the result part 
might decrease the quality when it comes to methods and strategy.  

Magnus has a similar role as the author to this report and I will know summarize his work 
regarding strategy here: 

‐ P&L creates a scenario from s high level, which is connected to their strategy. It 
involves volume predictions, marketing information and so on. 

‐ Magnus group use this information to calculate capacity scenarios and investment 
proposals. 

‐ These scenarios are then sent to P&L for approval. If the proposals are approved, they 
can store the documents as their strategy direction and wait until next year’s strategy 
cycle. 

‐ If the volumes increase as predicted, Magnus group can just open up the approved 
documents, choose the best case for the current situation and start working with the 
investments. 

‐ The investments are transferred to an internal plan for the Industrial Engineering 
department and they can follow every step on a white board until the implementations 
are done.  
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‐ Status is reported every morning and if any problems – their Manager will ask for 
support higher up in the organization on the daily pulse meetings. 

The strategies are clear and measurable, they are visual everywhere in the organization except 
in the production line and the reporting is done by daily basis at all levels. Even though floor 
staffs can’t see the actual strategy on their white boards, input from the daily meetings at this 
level are brought up to top management every day, via Engineers and their visual 
whiteboards. The Industrial Engineers activities are connected to the production lines, so they 
will automatically provide with strategic information from the floor. Last but not least, in the 
Management Office, the first thing you see is a monitor that visualizes cycle time, deviations 
and accumulated trucks per day. The impression is that a big eye is looking at the production 
from all levels within the organization.  

 

Fig 4.5 – Scania’s PEIP Model30 

                                                            
30 Magnus Appelgren, Scania 
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4.1.4	Volvo	

The “study visit” at Volvo was not performed in a physical way, but information was gathered 
by e-mail conversations.  

 

Fig 4.6 – Volvo’s team board31 

Also at Volvo Cars, it is possible to follow the strategic goals and daily tasks at the same 
whiteboards.  

 

Fig 4.7 – Volvo goals32 

                                                            
31 Fredrik Algurén, Maintenance Engineer 
32 Fredrik Algurén, Maintenance Engineer 
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As the Fig 4.7 is illustrating, Volvo has a clear strategy of how to connect general goals from 
Volvo Cars Cooperation (VCC) all the way down to the team members in each department 
(Team). We can also see that crosshatched lines are included, which is the feedback loop. 

 

Fig 4.8 – Goals clearly communicated model33 

The strategies are divided into sub groups such as quality, economy, delivery etc. 

 

Fig 4.9 – Team boards for overall objectives34 
                                                            
33 Fredrik Algurén, Maintenance Engineer 
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Team boards are then the results of the strategy break down that has been done for each 
department. Again, keep it locally.  

4.2 Ericsson units within BNET Supply  

In order to compare Industrial Engineering FA and PIM RBS Kista with other Ericsson 
factories, information has been gathered from Sweden’s remaining four Ericsson BNET 
Supply sites: Borås, Katrineholm, Kumla and Linköping. This information will be used in the 
survey chapter as well, when the author compares internal results from PIM RBS Kista with 
these sites. 

4.2.1	Borås	

The Borås factory has a Balanced Scorecard (BSC), which they follow up and act on. 
Moreover, they also have something called Strategic Fitness Process (SFP) which works like 
this: 

1. Management create a preliminary statement of direction based on long term objectives 
from their own factory, but also from BNET Supply 

2. 100 anonymous persons within their organization, from different functions, read the 
SFP and comment on it 

3. These 100 people are then interviewed by a task force group, consisting of 10 people 

4. The task force group communicates the gathered strategy thoughts, known as the fish 
bowl, to the Management Team. The Management Team cannot do anything with the 
fish bowl, but just listen to the task force group  

5. From the fish bowl and the task force group, the Statement of Direction (SOD) is 
updated 

6. The SOD is divided into smaller parts that is suitable for each department 

Magnus Dahlström, LEAN Manufacturing Engineer from Borås, mention that the visibility 
between the SOD and breakdown of activities for his department can be clearer, but highlights 
that their Visual Management System (VSM) whiteboards help a lot. A good example of how 
Visual Communication methods actually can support strategies. 

                                                                                                                                                                                          
34 Fredrik Algurén, Maintenance Engineer 
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Fig 4.10 – Program Plan for Borås 201335 

As we can see in the figure above, SOD’s, Long Term Objectives and strategic activities are 
linked to strategy-information and workshops (WS). This is a good start to set personal goals 
that are linked to the overall strategy. Moreover, Fig 4.11 illustrates how Borås link their 
microwave strategies to daily activities: 

 

Fig 4.11 – Whiteboard for Production Line Microwave in Borås36 

                                                            
35 Magnus Dahlström, LEAN Manufacturing Engineer 
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4.2.2	Katrineholm	

Katrineholm has KPI’s that are linked to their strategies. They have KPI’s that are followed 
up both on monthly and weekly basis and this is connected to the strategies from BNET 
Supply. Marcus Bohman, Supply Chain Leader at Katrineholm’s factory, reports “Delivery 
Precision First Confirmed” and “Confirmed vs. Requested Lead Time”: 

 

Fig 4.12 – Katrineholm’s scorecard 201337 

The figure on the next page shows a breakdown structure of Marcus department in 
Katrineholm. They have a similar process for the entire factory and all of goals are linked to 
the BNET Supply strategies and visualized to each individual. It is up to the department to 
create the link. 

                                                                                                                                                                                          
36 Magnus Dahlström, LEAN Manufacturing Engineer 
37 Marcus Bohman, Supply Chain Leader 
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Fig 4.13 – Business Plan for Katrineholm 201338 

Current status regarding strengths and weaknesses are developing the way to pole position for 
Katrineholm, as visualized in the figure above. They include both principles and values from 
BNET Supply level. 

4.2.3	Kumla	

In the yearly Operational Development work, KPI’s are broken down into sub goals and 
actions, as well as building up the measurements. This is followed up by monthly basis and 
the KPI results are presented on a huge whiteboard that is placed between the reception and 
production.  

                                                            
38 Marcus Bohman, Supply Chain Leader 
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Fig 4.14 – Big whiteboard in Kumla, showing target tracking close to the reception39 

Worth mention is that Patricia Kovatcheva, Producibility Engineer in Kumla, very seldom see 
someone in front of that board. It is big, the information is available, everyone passes it – but 
still few people notice it. Patricia is no longer involved in the strategic work, since she 
changed position. After that, she has not heard anything about KPI’s or how the link from her 
daily work shall be connected to them. Moreover, she tells that a big excel sheet that is 
created to measure the KPI’s are available, but since all Ericsson sites are involved it is time 
consuming. This confirms that you should start locally and get it work before you aim for the 
whole company. 

In the same way as the author to this report feels like, Patricia is missing the link between 
BNET Supply strategies and the local strategies (KPI’s). She had a position as “KPI Driver” 
before and her department should generate data to the measurements. However, every month 
it was needed for her to chase updates. No one understood the meaning of it, even though she 
had training with them – including involvement and improvement tools for her measurements. 
It was perceived as “non-valuable tasks” that took valuable time from her colleagues “real 
tasks”. Patricia believes that the KPI’s are too abstract and too many.  

                                                            
39 Patricia Kovatcheva, Producibility Engineer 
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Fig 4.15 – Scorecard for Kumla’s line view40 

Fig 4.15 shows that KPI’s exists, but what is missing is the strategy break down into 
individual tasks. 

 

Fig 4.16 – Scorecard for Kumla’s Supply Product Management (SPM) view 201341 
                                                            
40 Patricia Kovatcheva, Producibility Engineer 
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4.2.4	Linköping	

Johan Ersson, Process Architect in Linköping, states that they work quite hard to achieve their 
KPI’s. Every year, SW Supply decides which strategy they should have based on the BNET 
Supply strategy. At least it should be like that, but today it seems like the SW Supply strategy 
is done slightly before the BNET Supply is set, which Johan – as well as the author to this 
report – believe is quite interesting.  

However, based on the SW Supply strategy, KPI’s are developed in the beginning of the year, 
which are linked to the local and BNET Supply strategies. “Enable SW Sales” is one of the 
KPI’s and one relevant KPI for Johan, connected to ”Enable SW Sales”, could be to follow 
the number of Account Managers and Sales persons that are using Feature Store. With other 
words, he is using information from the license register to enable more SW sales.  

At some places in Linköping, KPI’s are posted on whiteboards, but the normal way is to find 
the information in Eridoc, which is a database where different kind of information is gathered. 
“KPI mingle” was an activity where everybody that were KPI drivers could show their KPI’s 
and people could come and ask questions about them. According to Johan, this was 
appreciated within the organization. 

 

Fig 4.17 – KPI for Usage of Feature Store42 

 

                                                                                                                                                                                          
41 Patricia Kovatcheva, Producibility Engineer 
42 Johan Ersson, Process Architect 
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Fig 4.18 – Usage of Feature Store in sales43 

4.2.5	Summary	of	Sweden’s	BNET	Supply	Sites	

Most of the Supply Sites do have a process to link strategies to daily work. The visualization 
seems to be quite good at some factories, but the difficult part is to maintain the visualization, 
attention and engagement.  

                                                            
43 Johan Ersson, Process Architect 
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4.3 Survey results 

To increase the concept validity and reliability, four surveys were performed at PIM RBS 
Kista. One for the Industrial Engineering FA department, one for Global Technical 
Dimensioning stakeholder’s, one for random employees at PIM RBS Kista and finally one for 
the Managers. The questions were formulized in a way that could give the author answers 
about the strategy awareness situation at the Industrial Engineering FA department, compared 
to other employees outside the department and also the manager’s point of views. 7 out of 7 
from the Industrial Engineering FA department answered the survey, 9 out of 9 from the 
Global Technical Dimensioning stakeholder’s, 39 answers were collected from the random 
employees and 0 out of 4 from the Management group. The number of questions varied from 
14 to 38 questions, depending on which group it was. More questions were added into the 
stakeholder survey since that one also gave input to the Visual Communication Plan the 
author planned to do. The type of questions was mostly about perception of strategy and how 
the strategy was communicated and/or received. The reader can find the complete surveys as 
attachments in the appendix part of this report.  

4.3.1	Industrial	Engineering	FA	

The author to this report does not see the link between strategies and the daily work. A survey 
for his department, Industrial Engineering FA, was performed to see if his colleagues had 
same thought regarding this. 7 out of 7 from the Industrial Engineering FA department 
answered the survey and here are some of the results: 

71 % of the Industrial Engineering FA employees think that the goals and KPI’s connected to 
the BNET Supply strategies either are “not very clear” or “very unclear” (Fig 4.19). 

 

Fig 4.19 – Goals and KPI’s connected to the BNET Supply strategies  

Regarding the RACO goals, those who should be closer to the Industrial Engineering FA 
organization compared to the BNET Supply strategies, 85% of the employees think that the 
strategies are “not very clear” or “very unclear” (Fig 4.20). 

  

Fig 4.20 – Goals and KPI’s connected to RACO strategies  
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The statistics shows better results for PIM RBS Kista’s strategies, but still 57% think that the 
goals and KPI’s are “not very clear” or “very unclear” (Fig 4.21).  

 

Fig 4.21 – Goals and KPI’s connected to PIM RBS Kista’s strategies  

43% feels the same for Engineering’s goals and KPI’s which are their own (Fig 4.22). 

  

Fig 4.22 – Goals and KPI’s connected to Engineering’s strategies  

29% receive strategic information more frequently than monthly basis and 71% more seldom 
than once per month (Fig 4.23). 

 

Fig 4.23 – Frequency of strategic information 

Interesting is that 57% of the Industrial Engineering department want to receive strategic 
information by monthly basis and 43% would like to receive updates on daily- or weekly 
basis (Fig 4.24). 

  

Fig 4.24 – Need of strategic information 
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The perception from this group is that the strategic information is provided by group meetings 
(PPT), weekly meetings or e-mail. The group thinks that this is good, but also prefers 
whiteboards and Visual Management System (VMS).  

Only 29% communicates strategy more often than monthly and this is done by either 
meetings or e-mail. 

Even though the understanding of goals and KPI’s connected to the strategies are low, 86% 
believe that their manager’s awareness of strategic goals and KPI’s is good or very good 
(4.25).  

 

Fig 4.25 – Estimation of Managers strategy awareness 

The entire group thinks that their work is important, but 29% cannot say if their work is 
important from a strategic perspective or not. Moreover, 72% do not know what to focus on 
from a strategic perspective (Fig 4.26). 

 

Fig 4.26 – Hard to know what to focus on from a strategic perspective 

43% think that the communication flow regarding strategic goals and KPI's at PIM RBS Kista 
is worse than “not very good”. 

4.3.2	Global	Technical	Dimensioning	stakeholder’s	

9 out of 9 from the Global Technical Dimensioning stakeholder’s answered the survey and the 
result looked like this: 

22% think that the BNET strategies are worse than “not very clear” and this number is the 
same for the RACO strategies and PIM RBS Kista’s strategies. Their department’s goals and 
KPI’s are quite clear since 67% of the group answer this (Fig 4.27).  

 

Fig 4.27 – Department goals and KPI’s 
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33% receive strategic information on weekly basis from their manager (4.28).  

 

Fig 4.28 – Frequency of strategic information 

55% of the stakeholder group wants to receive strategic information on weekly basis. All of 
them want information on at least monthly basis (4.29). 

 

Fig 4.29 – Need of strategy information 

One person answers that the information is provided via KPI’s and the rest of the group 
mention same media as the Industrial Engineering group – department meetings, PPT or e-
mail. The main part of the group prefer to receive strategic information in this way ad only 
one person mention that he/she prefer KPI’s. 

Approximately one third of the group communicate strategies on daily- or weekly basis, one 
third on monthly- or quarterly basis and one third very seldom communicates strategy (never 
or less than quarterly). They communicate strategy by having meetings, but one of them also 
uses KPI’s. Again, the group believes that their managers are well aware of goals and KPI’s 
connected to their strategies. 

One third of the group does not know what to focus on from a strategic perspective, but all of 
them think that their work is important – both personally and from a strategic perspective.  

Global Technical Dimensioning 

67% think that the Global Technical Dimensioning input they get from the author to this 
report is very important and 100% think the information is important (Fig 4.30).  
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Fig 4.30 – Global Technical Dimensioning information 

They receive information on weekly- or monthly basis which is aligned with their needs. How 
the information is presented varies from e-mail to presentations or stored data files on the 
intranet. Some of the stakeholders prefer to use e-mail and discuss the data on lie meetings, 
while others mention Ericoll (internal system at Ericsson where data files can be stored). 

89% think that the information is easy to understand and reliable. The most important 
information is: 

 Needed investments 

 Global needs 

 How many filter units that could be produced per site and month 

 Availability of technical capacity globally and per volume production site 

 Enough equipment and relevant OP times 

 Real/true capacity figures based on near time information and how this will affect the 
Demand Forecast (DF) 

 Capacity per product group (PL4, PL5 RUS and PL5 RRUS) 

 Capacity ramp up plan 

 Predictions and ideas what is needed in future and possible consolidations – 
alternative solutions like hiring equipment 

11% miss some information and this is connected to the near time perspective – how the 
figures affect DF. 11% of the stakeholders believe that there is too much information and this 
is mainly connected to the disability to choose a specific product and/or site to see technical 
capacity for those. It should be easier to highlight technical capacity for a specific product. 

89% of the stakeholders share the information they get to other parties, mainly by forward the 
information, weekly presentations, monthly department meetings, project meetings, steering 
committees and other forum. 
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78% get feedback on the information they share on weekly- o monthly basis (Fig 4.31). 

 

Fig 4.31 – Feedback on capacity information 

In general the Technical Dimensioning stakeholders believe that the communication flow 
regarding strategic goals and KPI's at PIM RBS Kista is relatively good – only 22% say that 
the communication is “not very good” or worse. 

4.3.3	PIM	RBS	Kista	

39 answers from the random employees were collected to see how they perceive goals and 
KPI’s regarding strategies at PIM RBS Kista. Here is the result: 

26% think that the strategies are “very unclear”, when it comes to goals and KPI’s. 69% think 
that the strategies are “not very clear” or worse (Fig 4.32). 

  

Fig 4.32 – Goals and KPI’s connected to the BNET Supply strategies  

The spread is almost the same for RACO’s strategies and also for PIM RBS Kista. 

Strategy perception for each employee’s department is a slightly better, but still 65% think 
that the strategies are “not very clear” or worse (Fig 4.33).  

 

Fig 4.33 – Goals and KPI’s connected to the employee’s department 
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The trend continuous – it is lack of strategy understanding at PIM RBS Kista. 13% receive 
strategic information more frequently than monthly basis and 64% state that they receive 
strategic information less than monthly (Fig 4.34). 

  

Fig 4.34 – Frequency of strategic information 

At the same time, as much as 80% wish to receive information somewhere between weekly- 
and monthly basis (Fig 4.35). 

 

Fig 4.35 – Need of strategic information 

The majority receives strategic information at meetings and no one mention any visual tools 
except PPT. When analyzing the results from the question regarding how they would like to 
receive strategic information, it is clear that most of the people prefer meetings and e-mails 
just like it is today. 

31% never communicates strategy and the people who do – it is mainly on monthly or 
quarterly basis. It is often done by presentations or report form. 31% also believe that their 
manager’s awareness of strategy and linked goals and KPI’s is “not very god” or worse.  

56% do not know what to focus on from a strategic perspective, 18% do not know if their 
work are important from a strategic perspective but over 90% think that their work is 
important. 20% say that the communication flow regarding strategic goals and KPI's at PIM 
RBS Kista is very bad. 64% think it is “not very good” or worse. 

Again, the surveys are attached in the end of this report, if the reader wants to get more 
detailed information. 

4.3.4	Top	Management’s	Perspective	

None of the Manager’s answered the survey, but all of them answered on the relevant 
questions in some way – either on e-mail or participated in personal meetings. In this chapter 
we will see how all managers from Martin Johansson to the author’s manager within 
Industrial Engineering FA, Henrik Wilstam, perceive that the strategic communication works. 
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Martin Johansson (Vice President Supply)  

The strategies are still under preparation and will be finished right before summer. On BNET 
level, the strategies will be presented on the Leadership Summit. The updated Supply Strategy 
arrives a little bit later in June and will be presented on the BNET Supply Top 120 meeting. 
The distribution will be done in many different ways as usual. There will be articles on the 
web. Video clips and other material will be spread through different employee meetings etc. 
So, we do not only rely on manager communication even though that is important. It is there 
you can have a dialogue. Martin tells that he doesn’t have time to spread strategy; instead the 
focus is on new strategies (generally speaking). The strategy plan is valid for 3-5 years.   

Lars Ottoson (Head of RACO) 

Fortunately, Lars is a nice person which took his time for me as a student, even though he 
doesn’t got plenty of excess time. He accepted the meeting invitation because on one main 
reason – he hasn’t heard much about Visual Communication with a strategic focus before, so 
he was really interested.  

In Lars opinion, goals and KPI’s works out well - they are clear and logic, easy to measure 
and the reporting from lower levels in the hierarchy is good. The reporting is performed every 
month, at all levels from my level up to Ericsson’s CEO Hans Vestberg. 

However, it’s more difficult when it comes to strategies. Lars finds it hard to break down 
strategies into different levels and it’s sometimes unclear if it is a business strategy or 
operations strategy they are working with. This is important to know, to be able to send 
messages down in the hierarchy to create daily activities of it. 

When I ask him how he would like to have it, regarding communicating strategies, he 
answers:    “I want that the person working with stones shall see how valuable he is for the St 
Petersburg Church”. That is a good metaphor and this is what I’m searching for. I want to 
know what my daily activities means for Ericsson in a larger perspective.  He finishes the 
interview by saying “I prefer metaphors and pictures rather than just text”. He believes that 
the visualization of strategy not should be from the very top level all the way down to the 
floor, but from a certain level above the floor (for e.g. PIM RBS Kista level). Focus on visual 
strategy communication from that level will most likely be more successful. 

Henrik Forsberg (Head of PIM RBS Kista) 

I didn’t meet Henrik, but he answered on my questions by e-mail. On the questions if the idea 
is that strategies from Martin Johansson’s level shall be distributed down in the organization 
via him, or if they shall be communicated in another way now when ”transparency” is 
prioritized from BNET Supply level, he answers: 

‐ The idea is that BNET strategies and the progress shall be communicated as a cascade 
through the whole organization via managers, connected to PIM RBS Kista’s strategy 
that supports the BNET strategy. However, this has been very unsuccessful the latest 
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nine months due to the layoffs, but we now have full focus to set the new strategies 
and communicate these. One other important communication channel for BNET 
Supply strategies is the home page, where updates continuously are uploaded. 

Next question was if he could feel that the strategies from BNET Supply Top Management 
(Martin J & Lars O) are clear enough, so that he know what for e.g. the Engineering 
department shall focus on. The answer was this: 

‐ The strategies are quite clear but we have a challenge to, in an easy way, connect the 
“hamburger” (the BNET Supply strategy concept from Martin Johansson) to the cross 
functional work within RBS Lean Program and it is important that we sort out how 
our Master Plan is connected to other strategy initiatives within BNET Supply, the 
RBS LEAN Program and Hardware make. 

The last question was if he has a strategy when it comes to Visual Communication within the 
organization: 

‐ We have included this in the coming strategy work, how to create a good 
communication regarding strategies. I see this as two parts, where the first important 
one is to create involvement in the current strategy work to spread information, but 
most important, to involve and create engagement in the coming strategy deployment. 
The other part is about setting up a good and continuous communication regarding the 
strategy implementation progress and here I see different useful tools such as 
weekly/monthly letters, whiteboards, AEM etc.  

It is also worth to mention that the invitations to PIM RBS Kista’s All Employee Meetings 
(AEM) do not have any content at all, just information about where the meeting is and which 
time. Why not take the opportunity to write a short agenda, what the focus will be on from 
now, or just to say “welcome” when the e-mail reaches the entire organization? Especially 
after the layoffs in Q1-Q2 2013, when Ericsson reduced the personnel with ~40%, it is 
probably more important with information - to increase motivation and engagement. In fact, 
also during the layoffs, when many people were worried, it was very small amounts of 
information within PIM RBS Kista. This is in some way understandable, since the union did 
not provide much information, but some kind of visualization about the progress and way 
forward could have been good.   

Jonas Odin (Engineering Manager) and Henrik Wilstam (Industrial Engineering 
Manager) 

The first question to Henrik and Jonas was to see if the strategy from Head of PIM RBS Kista 
is clear enough, to be able to set their own targets. The answer on that one was “yes”. 
However, strategies from highest levels within Supply can confuse sometimes. Head of the 
factory and his also his Manager communicates fairly clear strategies, goals and KPI’s, but 
from even higher management it seems to more unclear. Jonas tells that he worked with 
strategic focus areas (SFA’s), which are connected to the Top Management strategies. At least 
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before, they could go through all the SFA’s and reflect on whether the focus areas were 
connected to the strategy or not. Sometimes they could delete one if it was selected as “not 
relevant”. However, this way of working is not always running and new strategies are coming 
so it’s put on hold.  

Another method they use is the “3-3-6” one: 

Activity 3 Weeks 3 Months 6 Months 

Industrial 
Engineering 

Improve fixtures Reduce cycle times Shorten TTM 

Quality Improve yields Analyze ceramics Visit suppliers 

Fig 4.36 – 3-3-6 Method 

From the strategy, activities are decided for near time (this month), quarterly (3 months) and 
with a 6 month perspective. This is something that really visualizes the strategy into daily 
activities, but I have never seen it. 

One big issue for the moment, Jonas tells, is that different departments within the organization 
have their own escalations and prioritizations. Project groups, Operations, Task force groups 
etc. Everyone wants to use the resources to solve their specific problems. We are back at the 
main questions again. When this situation appears, what should I focus on from a strategic 
perspective? Is it possible to visualize the strategy to make this decision?  

There is no strategy to communicate in a visual way, but they try to highlight focus areas, 
such as “World Class Filters” and “Secure Leadership”. Initiatives start from lower- and 
higher levels at the same time, so strategies are already ongoing when Top Management 
presents their way forward. A question, according to Jonas, could be: does the strategy means 
that we can or that we shall secure man hours?  
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Fig 4.37 – The pleasure arousal matrix44 

Figure 4.37 explains how human beings feel and how the chemistry in our bodies changes. 
The Y axis shows the level of satisfaction and the X axis shows the level of excitement or 
stress. The blue line, which is called the “serious line”, use to have two characteristics: To the 
left, we are calm and relaxed and to the right we are worried and anxious. The orange line is 
called “playful”, that one who gives energy. To the left, we are bored and to the right we are 
excited. In the green area at the top, we have a zone where you perform well. Stress appears 
when people are worried and excited which can lead to stress related diseases. The parking 
place is a place where nothing much happens, but if people get stuck in the depression phase, 
it could take long time to leave the zone.  

What does PIM RBS Kista do to make their employees get in the green zone? Where does 
PIM RBS Kista allow their employees to be? You can’t just work with KPI’s; there must be 
room for new ideas. Google let their employees be innovative 20% of their time at work for 
example, Jonas says. 

4.4 Communication strategy 

4.4.1	PIM	RBS	Kista	

Julia45 tells that new strategies at all levels soon are going to be set. Local Leadership 
Conference is a typical way of distributing information about strategies once a year. At that 
meeting they choose the way forward, from Top Management down to the Engineering 
Manager at PIM RBS Kista. Other traditional ways of sharing strategies are All Employee 
Meetings (AEM), group meetings and information on data screens in for e.g. the canteen. The 
yearly cycle is provided with information from SWOT analyses and other tools to be updated 

                                                            
44 From the meeting with Jonas Odin 2013-05-21, a matrix from the American Psychologist M. J. Apter 
45 Julia Mastelle (Internal Communications PIM RBS Kista) 



69 

 

regarding strategy direction. If no big changes, Top Management can focus more on the 
communication. If Management spends lot of time on setting new strategies, less time will be 
available for distributing it.   

Julia tried to use A4’s and A3’s to share strategies, but she noticed that the interest for these 
lasted for a very short time. Her proposal, when talking about using papers, is to change 
continuously. For example, if you have three important strategies do not show all of them all 
the time, but switch side and focus on maybe one strategy per week instead. She believes that 
the Managers should give feedback on strategies almost every day, which is the case at for 
e.g. Scania. Today, this is not the case at PIM RBS Kista. 

She ends the meeting with a quote she believes come from Scania: “The best way to 
communicate is to put posters in the toilet”. True or false, I don’t know. 

Next meeting with Julia was performed together with Jan Kihl from Operational 
Development: According to Jan, there are differences between strategies and strategic focus 
areas and he perceive it as these two bumps into each other now and then. Jan thinks it is 
important to make concrete actions of the activities. 

During the conversation with Jan and Julia, it appears that PIM RBS Kista’s strategic plan 
will be finished before the general BNET strategic plan. Based on personal opinion during my 
observations during the meeting, this is not an ideal way of working and the risk is that the 
strategy at PIM RBS Kista not will be completely aligned with the BNET strategy. Moreover, 
Julia mentioned that the RACO strategy absorbs needs from PIM RBS Kista and adjust their 
strategies based on that information. Sometimes RACO present too much strategic 
information on high level that could be on PIM RBS Kista level instead. “How do you think? 
How do you think?” rather than “here is our strategy”. More focus on how to keep together 
this flow is wanted from both Julia and Jan.  

Jan wants that SPM (Supply Product Manager) filter supports the LTO’s (Long Term 
Objectives) by connecting the strategy tree, via KPI’s and sub KPI’s, to individuals within for 
e.g. Industrial Engineering FA. Last but not least, Julia confirms that PIM RBA Kista don’t 
have their own Communication Plan, but follows the same plan as BNET Supply is using. 
Maybe this affects how the strategy is received by the employees at PIM RBS Kista?  

Just before midsummer, two weeks before the presentation of this thesis, PIM RBS Kista had 
an All Employee Meeting (AEM) to communicate the way forward for the factory – even 
though the strategy from higher level was not communicated yet. However, Henrik Forsberg 
(Head of PIM RBS Kista) went through the presentation (53 pages) and clarified that the 
strategies could be changed after summer, when all strategies from Top Management are set. 
These were the highlighted insights form PIM RBS Kista at the AEM:  
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Fig 4.38 – PIM RBS Kista Insights - Conclusions46 

At the top, we find “Flow, transparency and continuous learning” and “Our culture, values 
and targets”. Moreover, the wanted position for PIM RBS Kista includes: 

 

Fig 4.39 – Wanted Position at PIM RBS Kista47 

                                                            
46 PIM RBS Kista All Employee Meeting 2013-06-18 
47 PIM RBS Kista All Employee Meeting 2013-06-18 
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Figure 4.39 once again indicates that at least managers have a need of Visual Communication. 
Transparency is a prioritized area for both PIM RBS Kista and at BNET Supply level, as 
further described in chapter 4.4.2. The last three pictures in this chapter are important ones, 
since they show what PIM RBS Kista and Industrial Engineering FA shall focus on after 
summer 2013: 

 

Fig 4.40 – Strategic Focus Areas for PIM RBS Kista48 

 

Fig 4.41 – Strategic Focus Areas for PIM RBS Kista49 

                                                            
48 PIM RBS Kista All Employee Meeting 2013-06-18 
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Fig 4.42 – Strategy to Action for PIM RBS Kista50 

In Fig 4.42 we can see that BNET Supply strategies and the belonging processes should 
support and contribute to reach targets and follow the roadmap that are set. How this shall be 
linked to the daily work at Industrial Engineering FA will be described in chapter 6. 

4.4.2	BNET	Supply	

The main strategy communication channel is the Managers, Monika and Ulrika says51. The 
purpose of their BNET Strategy Communication Plan is to define common objectives and a 
common platform for strategy communications within BNET, to make the future direction of 
BNET “stick”.  

– Create stronger impact via a common framework to scale communications 

– Leverage on the whole BNET Internal Communications network  

– Focus on the right things that make a difference 

The key stakeholders and target audience when it comes to the BNET strategy are: 

Key stakeholder BNET strategy communication: 

– BNET MT (Management Teams) – as owners of strategy 

– BNET IC (Internal Communications) Team and Network – as drivers of 
strategy communication 

                                                                                                                                                                                          
49 PIM RBS Kista All Employee Meeting 2013-06-18 
50 PIM RBS Kista All Employee Meeting 2013-06-18 
51 Monika Lindgren (Manager Internal Communications) and Ulrika Wikner (Global Supply Chain Strategy) 
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Primary Target audience BNET messages: 

– BNET Top 200 meeting and future leaders/talents 

– BNET all managers 

– All employees 

Target audience units - making the link to BNET in unit communication: 

– Unit Top mangers 

– Unit All managers 

– Unit All employees 

“Critical to success” is about BNET LT (Leadership Team) buy-in and intriguing the Strategy 
Communication Plan, to secure that for e.g. Supply is fully aligned on few key messages. 
They are mentioning story telling as one strategy to visualize in an appealing way – to get 
feelings and clear link to products. Moreover, visualize employees and their strategy 
connection, imagery material: on live interactive maps with highlighted icons to provoke 
questions, involve leaders early via communicative leadership training etc. To sum up this, 
the communication objectives are: 

Know: 

– Top 200/all managers/future leaders: Grasp our way forward and how we shall 
get there (the BNET strategy 3-5 key messages), where to find support material 

– All employees: Our way forward and how we should get there 

Feel: 

– Top 200/all Managers/future leaders: Proud of what we've accomplished and 
who we are, and confidence for the future. Engagement and support for the 
future direction. 

– All employees: Proud of what we've accomplished and who we are, and 
confidence for the future. Engagement and support for the future direction. 

Do: 

– Top 200/all managers/future leaders: Create and communicate the link to their 
own unit and the individual (use support material) 

– All employees: Curious on how I can deliver on the strategy and share with 
others what I do 
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Phase 1 for the strategy key messages are about to tell a story of where we were, where we 
are and where we are heading. A story of what our business strategies shall deliver to get us 
there.  An activation phase – let’s make it happen. Lastly, it’s about to connect everything to 
the operations strategy, which are: transparency, continuous learning and flow efficiency.  

Phase 2 is a story of how my unit work with doing the right things and doing things right to 
get focused growth and efficient ways of working. It is a story of how the leadership and 
talent are needed to fulfill the operations strategy. It is a story on how I can link strategy to 
my IPM talk - how we deliver. 

Examples of how to communicate are: 

– Few messages (3-5) even for BNET LT  

– Easy to GRASP, target messages 

– Explain what took us here 

– Work deeper in “making the link”. What’s in it for me? 

– Package a workshop and how to facilitate the work to link  

– Enlighten strategy work that’s carried out  

– Focus on achievements  

– Connect to operational strategy (the 3 new areas: transparency, continuous 
learning, flow efficiency)  

 

Fig 4.43 – BNET Operations Strategy52 

                                                            
52 PIM RBS Kista All Employee Meeting 2013-06-18 
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Enable full transparency from higher management level is a perfect initiative to get more 
attention in the local Visual Communication Implementation.  

The activity plan also includes things like: business strategy manager’s chats, webinars for 
employees, strategy day (2 or 3 time/year), “creative and crazy” set up with speaker corners, 
easy communication packages for managers, user guide to managers how to use strategy 
communication material, support managers to make it easier for them to connect to in daily 
work etc. What we can see here, is that a plan from highest BNET Supply level is set – they 
are aware of the importance to connect strategies to the daily work at all levels within the 
organization. The question is how this shall be done. Henrik Forsberg, Julia Mastelle, Jonas 
Odin and Henrik Wilstam – with other words all Managers responsible for communicating the 
strategy in the hierarchy above the author to this report – do not have this “How Plan”. All of 
them are also aware of the problem to connect strategies to daily work, but there is still no 
plan for it. The strategy managers from BNET Supply level have decided to measure strategy 
understanding like this: 

– Web poll on regular basis to adjust what we do in communication  

– Focus Groups, PA/PDU/BNET/Future leaders/talents cross representatives  

 

Fig 4.44 – Strategy Communication Activities53 

Figure 4.44 summarizes what we have just said and next steps for Ericsson BNET now are: 

› Order animated film and voice over film, rollups and posters 

› Input from Internal Communications team, Supply film clips and/or still photos  
                                                            
53 PIM RBS Kista All Employee Meeting 2013-06-18 
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› Before summer - draft plan for phase 1b and phase 2 

– Book persons (top management) for filming  

– Internal Communications to coordinate planning for Business Strategy 
Management chats in September 

– Book time in August for Internal Communications to go through Management 
chat tool  

– Coordinate Business Strategy messages with external strategic 
communications 

– Plan draft for how to execute on communicative leadership training  

Again, this is still on a high level far away from the daily work for Industrial Engineering FA. 
The question remains, how to connect top management strategies to the daily work for 
Industrial Engineering FA? 

As we can see in Fig 4.45 below, the communicated strategies from PIM RBS Kista was 
performed earlier than the approved business plans & functional strategies from BNET 
Supply level, which are planned in late June (Leadership summit).   

 

Fig 4.45 – Ericsson Strategy Wheel54 

                                                            
54 PIM RBS Kista All Employee Meeting 2013-06-18 
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4.5 SWOT 

To develop as good Visual Communication Plan as possible and to sum up today’s situation, a 
SWOT analysis is performed.  Threats and opportunities are put first, since the problem area 
needs to be analyzed first. Then, appropriate actions will be chosen to try to solve the problem 
regarding Visual Communication within Industrial Engineering FA. 
 
Threats: 

1. Lack of strategy understanding at PIM RBS Kista. What are the consequences if Top 
Management strategies are not communicated in the right way? 

2. Focus on wrong tasks. What are the current risks/obstacles Industrial Engineering FA 
is facing today, when not understanding the strategy? 

3. Which factors, when implementing Visual Communication, could present obstacles? 

 
Opportunities: 
 

4. Appreciated and easy understanding information according to the stakeholders within 
Global Technical Dimensioning – good base for improving even more 

5. More detailed technical capacity information could be presented in future, that also 
includes near time planning (first 12 weeks) – opportunity to strengthen information 

6. Instant updates and possibility to see capacity for specific products and sites – new 
software technologies? 

7. More information, more detailed information and even better visibility is a summary 
of how to make the Industrial Engineering FA department to grow  

 

Below, strengths and weaknesses are matched against the threats and opportunities: 
 
Strengths: 

1. The managers are aware of the importance to make the employees understand 
strategies and this is a political advantage which will make it easier to get support 
during the Visual Communication implementation 

2. Visual Communication knowledge within the department and a couple of potential 
drivers that could implement a better visualization 

3. Already aware of the problem that obstacles can appear this new way of working, so 
preventive actions will be considered when creating the Visual Communication Plan 

 
Weaknesses: 

4. Important to listen to the stakeholders within Global Technical Dimensioning and not 
be too confident regarding the distributed information – better every day is the aim 

5. Near time planning is difficult to keep control of today, but since the information is 
needed from the stakeholders, this should be included in the visualization 
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6. Conventional excel sheets could work to cover the needs, but in long term, after the 
local visualization has been successfully implemented, a more modern system might 
be considered to be able to distribute information to external stakeholders as well as 
local 

7. A risk is if accountable persons do not listen to their stakeholders everyday 

4.5.1	Summary	SWOT	

Nothing impossible appeared during the surveys and interviews, so the way forward for 
Industrial Engineering FA, including Global Technical Dimensioning, is to keep listen to the 
stakeholders and work hard to implement a more visual organization – that hopefully will 
strengthen the understanding of strategies in long term. The lack of understanding today is, 
according to the author to this report, an advantage when implementing Visual 
Communication. More attention, better understanding of the problem and hopefully increased 
motivation within the department. 

4.6 Summary of communication strategy  

Even though the setup is not completely standardized, PIM RBS Kista and other Ericsson 
Supply sites do have KPI’s to connect strategies to the daily work. According to the 
comparison with Alfa Laval, Atlas Copco and Scania, KPI’s are appropriate to use, to connect 
strategies to daily work, so that is not the problem. The problem is how the strategies are 
communicated. The alert reader might notice that PIM RBS Kista presented 53 pages at their 
previous AEM. The aim from BNET Supply level is “Few messages (3-5)”, so it’s a big gap. 
As we can see in Fig 4.46, insights, wanted positions, focus areas, strategies to action, BNET 
operations strategies etc. were presented at the same time. In addition to this, more slides from 
different departments were presented with their own insights and focus areas. Even though the 
author to this report is into the strategy subject due to this report, it was difficult to understand 
and see the link between insights, wanted positions, different focus areas, actions, strategy 
wheels etc. What is really the strategy and what should we focus on? How can I create KPI’s 
and individual goals for employees within Industrial Engineering FA? 
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Fig 4.46 – Slides from AEM55 

 

                                                            
55 PIM RBS Kista All Employee Meeting 2013-06-18 
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Fig 4.47 – PIM RBS Kista homepage56 

When entering PIM RBS Kista’s homepage (Fig 4.47), “Supply Strategy” appears. When 
clicking on this link, to see what strategies we are striving for, following appears:  

 

Fig 4.48 – PIM RBS Kista homepage57 
                                                            
56 Internal homepage, Ericsson 
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4.6.1	Definitions	

Many different words have been used for more or less same things in the chapter and it could 
be easy to mix them up. Here is a short summary: 

 Insights (gathered information regarding what we have to do and what to focus on) 

 KPI’s (Key Performance Indicators – to follow up and measure) 

 Sub KPI’s (KPI’s on individual level –set up own goals to strive for and measure) 

 Long term objectives (what to focus on in long term) 

 Operational strategy (strategies from high level – how they want us to operate) 

 Strategic focus areas (the most important to focus on) 

 Strategies (what to focus on – the way forward) 

From now on the word “strategies” will be used instead of “insights”, “long term objectives”, 
“operational strategy” and “strategic focus areas” to make it more clearly for the reader. 
However, words used in graphs and figures will not be changed.   
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Moreover, it was interesting to see that the equivalent department to Industrial Engineering 
FA at Scania creates their own plan for their department. From that level, it is visualized how 
all initiatives are connected to strategies. The difficult part is to make it living but Scania 
seems to be successful there as well, thanks to their local ownership and the frequent 
reporting. Based on the author’s knowledge about Ericsson AB, the same data is available for 
us, as for Scania. Focus shall therefore be to start locally with strategy break downs and from 
there accelerate to a more cross functional way of working. A “local territory” is needed to get 
started on the local level - an area where Industrial Engineering FA gather their KPI’s, where 
their stakeholders can see what is happening, where the daily work is visualized. However it 
is important to remember this: before moving the board with goals far away, you have to learn 
to hit bull’s eye first.  

5.1 Visual Communication today 

According to the survey results and the observations that have been done, the Visual 
Communication climate within Industrial Engineering FA and PIM RBS Kista today is not 
very good. Most of us do not know which guidelines to follow, what to focus on and how to 
develop in a way that matches the company’s strategies. The link between strategies and daily 
work is obviously missing. The core wanted position from BNET Supply level is to 
communicate BNET strategies with few messages to all employees, as illustrated in Fig 5.3. 
However, along the way it is obviously difficult to achieve this and too many messages 
appear which cause confusion in the organization. The red area in Fig 5.3 illustrates where the 
problem is – in reality it’s much more than 5 Key Messages that are communicated. 
 

 

Fig 5.3 – Wanted position BNET Supply 
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According to Top Management interviews and e-mail correspondence, the updated Supply 
Strategy is planned to be distributed by conventional methods such as articles on the web, 
video clips and employee meetings. The RACO Top Management think that the KPI’s works 
out well, that they are clear, logic and easy to measure. They think that the monthly reporting 
from lower levels in the hierarchy is good, so this process should probably not be changed 
when setting up activities - the Visual Communication Plan should be adopted for it.  

Lars Ottoson’s quote: “I want that the person working with stones shall see how valuable 
he/she is for the St Petersburg Church” indicates that daily work definitely shall be linked to 
strategies to create better understanding. However, it’s not necessary needed to visualize from 
the very top level all the way down to the floor, but from a certain level above the floor (for 
e.g. PIM RBS Kista level). Based on this, the Visual Communication Plan will focus on PIM 
RBS Kista’s strategies. The managers are agreed on that the strategies are quite clear and they 
are also aware of the importance to align all cross functional strategies.  

5.1.2	Strategy	perception	at	Industrial	Engineering	FA	

Even though a majority of the managers believe that the strategies are quite clear, this is not 
the reality on a lower level in the organization. Except from the Global Technical 
Dimensioning stakeholders, mostly managing people that are involved in the strategy work, 
the survey results for Industrial Engineering FA were similar to the rest of PIM RBS Kista.  
 
Fig 5.6 shows the percentage within Industrial Engineering FA, Global Technical 
Dimensioning stakeholders and random employees at PIM RBS Kista that think goals and 
KPI’s connected to strategies at different organization levels are “not very clear or very 
unclear”: 

 
Fig 5.6 – Bars showing the percentage of people that think goals and KPI’s connected to 
strategies are “not very clear” or “very unclear” 
 

The entire group thinks that their work is important, but 29% cannot say if their work is 
important from a strategic perspective or not. Moreover, 72% do not know what to focus on 
from a strategic perspective. 
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Fig 5.7 – Frequency of strategy information from the manager (less than monthly) 
 
As we can see in Fig 5.7, 71% of the Industrial Engineering FA employees receive strategic 
information less than monthly, which is more seldom compared with both the Technical 
Dimensioning stakeholders and the random employees at PIM RBS Kista.  
 

 
Fig 5.8 – Need of strategic information (daily or weekly) 
 
The need of information is significant since 43% of the employees within Industrial 
Engineering FA want updates on daily- or weekly basis (Fig 5.8).  
 

 
Fig 5.9 – Need of strategic information (monthly) 

0

20

40

60

80

100

Ind. Eng FA

Tech. Dim.
Stakeholders

PIM RBS Kista

0

20

40

60

80

100

Ind. Eng FA

Tech. Dim.
Stakeholders

PIM RBS Kista

0

20

40

60

80

100

Ind. Eng FA

Tech. Dim.
Stakeholders

PIM RBS Kista



89 

 

In Fig 5.9 we can see that 57% want information on monthly basis, so all employees at the 
Industrial Engineering FA department wish to receive strategic information on daily-, weekly 
or monthly basis. Since 71% state that they receive information more seldom than monthly, it 
is a big gap that must be considered in the Visual Communication Plan. 

 

Fig 5.10 – Do not know what to focus on from a strategic perspective (goals and KPI’s) 

Based on the previous graphs, it is logic that 72% of the Industrial Engineering FA employees 
do not see the link between their daily work and the strategies. This must also be considered 
in the Visual Communication Plan. Fig 1.6 in the beginning of this report show how Atlas 
Copco try to link daily work with strategies and it now seems like this could work for 
Industrial Engineering FA and PIM RBS Kista as well. This is what the Visual 
Communication Plan should focus on and how the link shall look like will be described in 
chapter 6. 

5.2 Visual Communication problems today 

The main problems today are: 

 BNET Supply recommends to use 3-5 Key Messages when communicating strategies 
but on RACO and PIM RBS Kista level much more information is presented (101 and 
53 slides) 

 Industrial Engineering FA receives too much information, from different levels in the 
organization, which makes it hard to understand and focus on strategies in the daily 
work 

 Surveys shows that the strategy understanding is bad for Industrial Engineering FA 
and other parts of PIM RBS Kista 

 Industrial Engineering FA employees need strategic information/feedback on daily- or 
weekly basis but mostly receives strategic information on monthly basis 

 There is no feedback loop between managers and employees regarding strategies 
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 Industrial Engineering FA employees do not have KPI’s based on strategies and can 
therefore not be measured from a strategic perspective 

Fig 5.11 shows how strategies are communicated today and how the feedback loop works. 
Top-down arrows illustrates the communication flow, while bottom-up arrows illustrates the 
feedback loops.  

 AEM Group 
Meetings 

Homepage Other 
(Whiteboards) 

 

BNET Supply      

RACO      

PIM RBS Kista      

Engineering      

Industrial Engineering FA      

Individual level      

Fig 5.11 – Communication flow today 

All employee meetings from BNET Supply are available for everyone that is interested, even 
though the number of seats is limited. It is also possible to join online meetings. The material 
is often available at the homepage after the meeting, but you have to search to find it. 
Moreover, if you enter PIM RBS Kista’s homepage today it is not possible to find any 
updated strategies. The strategy feedback is therefore not possible either. If you enter the 
RACO homepage, it’s possible to find strategy information, but not to give feedback in an 
easy way. The feedback loop is, for the individual, often limited to PIM RBS Kista but the 
managers at PIM RBS Kista give feedback up in the organization. 

When it comes to group meetings, strategies are communicated via managers through the 
organization. As a Production Engineer in a lower level in the organization, it is clear that 
feedback on strategies seldom reach higher levels than its own department and even if it does, 
the feedback from management level back to the individual is missing.  
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Other ways of communicating strategies could for e.g. be whiteboards or similar, but this is 
not the fact for PIM RBS Kista. Whiteboards are used but not to communicate  strategies.The 
strategy communication is limited to managers and homepages and this is not ideal for the 
feedback loops. All signs so far indicate that the employees within Industrial Engineering FA 
and PIM RBS Kista have a hard time to connect strategies to their daily work. Next chapter 
describes the wanted position. 
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6	Conclusions	
The results from the findings have been covered and it is now time to present the proposed 
way forward for PIM RBS Kista and Industrial Engineering FA.  

 

Fig 6.1 – The way forward 

 

6.1 Visual Communication in future 

To increase strategy understanding it is important to involve management since they are 
working with strategy development. A two-way communication link between the employees 
and the managers must therefore be set up. As mentioned earlier, two-way communication 
only occurs in conversations between few people, but it is possible to create something similar 
by designing the message so that the sender can discover whether the receiver has actually 
received it or not [Bergström, Bo (2008)]. 

 

 

   

 

 

 

Fig 6.2 – The linear communication model [Bergström, Bo (2008)] 
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To improve the strategy understanding and create the missing link to the daily work, the 
everyday things must be seen in a different light. Top Management is in general quite busy at 
PIM RBS Kista, so they probably don’t have time to see all the local territories where the 
breakdown of strategies will be visualized. Therefore, one long term idea could be to connect 
the local territories to for e.g. a data screen, to be able to send instant updates to the 
management’s local territory. By doing this, the important feedback loop is set up. 
Management can follow the KPI’s from the local territories and it’s possible for them to give 
feedback. 

According to Sheppard [Sheppard, Stephen (2012)], the three core principles when engaging 
the public are: 

1. Make it local 

2. Make it visual 

3. Make it connected 

This is aligned with the linear strategy model and the local territory philosophy that Greif 
recommends. The “third way” for Industrial Engineering FA could be to set up the local 
territory. When strategis from BNET Supply and PIM RBS Kista is presented, it’s a risk that 
the local feeling s missing. By having the local territory – the third way – the local feeling 
might appear which will improve the attention and strategy understanding (Fig 6.3). The 
denying aspect is considered on individuals level since they are are acting in this way when 
they don’t understand strategies. 

  

 

 

 

 

 

Employees at PIM RBS Kista 

Fig 6.3 – Key ways in which strategy information could reach us, including the local 
environment (the third way) that will be built up within Industrial Engineering FA  
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When it comes to climate change, people act when the local climate change evidence is 
dramatic, as with Hurricane Katrina [Sheppard, Stephen (2012)]. This is what the author to 
this report want PIM RBS Kista to achieve as well – a sense of urgency. First of all by a clear 
strategy, followed by KPI’s, sub KPI’s and finally daily tasks that every individual can be 
connected to everyday.  Again, the KPI’s should be aligned between the manager and the 
individual. Each individual may have to confront several perceptual barriers in order to move 
through the progression represented in Fig 6.4. As we know, it may take only one barrier of 
sufficient strength anywhere in the sequence to prevent progress. The end result is the same: 
no action. Barriers to either seeing or knowing will prevent recognition of how strategies 
affect Industrial Engineering FA. Recognition is central to enhanced strategy perceptions, but 
other stages are needed to achieve it. Seeing is a crucial pre-condition, as is requiring some 
prior knowledge about strategies. By itself though, seeing is not enough without also 
recognizing what we are seeing [Sheppard, Stephen (2012)]. The arrows are the key 
influences: 

 

Fig 6.4 – The community awareness to action framework [Sheppard, Stephen (2012)] 
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Strategy information is often provided via meetings where we hear and see. However, it is 
often too much information which makes it hard to understand and remember. Obviously the 
local landscape is missing today, since Industrial Engineering FA not yet has this local 
territory where individual- and external influences can be seen. This is a prerequisite to create 
recognizing and actions, as we can see in Fig 6.4. After summer 2013, when the strategies 
will be bombard the organization, it would be good if Industrial Engineering FA could start 
preparing the local territory, where the strategy break downs can be visualized. 

According to the author, more or less all theories are aligned. It is about create involvement, 
create strategy break downs together with the managers, make the local environment work 
before heading for the entire organization and visualize in a way that creates interest – a living 
organization where employees share knowledge and give feedback to develop each other.  

6.2 Visual Communication Plan 

This chapter describes how the Visual Communication Plan for Industrial Engineering FA 
and Technical Dimensioning stakeholders could look like. During the report we have seen 
that successful organizations within the Visual Communication area prioritize participation 
and share responsibilities, work tasks, improvements and values. Everyone needs to feel: 
“That is our information”. To get this feeling, it is vital to get the personnel involved and take 
part in the strategy work. As long as decisions are not decided together – it is not possible to 
implement Visual Communication. 

6.2.1	Industrial	Engineering	FA	

As mentioned in the beginning of this report, the first goal before starting up a Visual 
Communication project should be to make sure that the user of the system really wants to use 
it [Greif, Michel (1989)]. Since 72% of the employees cannot see the link between their daily 
work and the strategies – and the fact that they want strategic information on daily-, weekly or 
at least monthly basis – we can assume that they are interested in a system that could 
contribute to a more visual organization. Industrial Engineering FA is not necessary supposed 
to send anything – they should build a field of information that other coworkers have access 
to.  
 
Again, it is not about implement a Visual Communication system, it is about create a visual 
organization. Since goals are the most powerful determinants of task behaviors60 it is crucial 
to break down strategies to daily work tasks that can be measured. However, easily attainable 
goals result in lower levels of effort and performance than do more difficult goals61, which 
should be considered when doing the strategy break down. Again, the managers need to 
ensure that individual goals do not conflict with team- or organizational ones and should also 
take care to set measurable goals; that way they could give the feedback they need to stay on 
track62. The solution is not only technology. As Greif expressed it, the problem is not to 

                                                            
60 answers.mheducation.com 
61 answers.mheducation.com 
62 answers.mheducation.com 
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communicate a lot between different departments far away from each other, but to 
communicate in the right way in the right area. A close, ordinary communication is what is 
needed [Greif, Michel (1989)]. It starts with the local territory and continues with individual 
strategy break downs and a feedback system. 
 

 
Fig 6.5 – Way forward for Industrial Engineering FA 
 
The connections between environment planning and Visual Communication can be 
summarized like this [Greif, Michel (1989), Page 42]: 

1. An own territory is not something someone owns, since it is connected to a public 
area.  

2. Visual Communication is developed to reach 100% increased information exchange 
intensity. Firstly within a small group such as Industrial Engineering FA, secondly 
between Industrial Engineering FA and the rest of the organization.  

3. Where to place the information carriers (for e.g. whiteboards) provides a double 
message: 

‐ That everybody can see a message in the area that the work is performed also 
means a shared responsibility to all involved parties. 

‐ Posts on a territory assume that involved parties have a distance to them. Both 
active and passive parties must be able to meet as one team and face objective 
realities without blaming others or feeling guilty. 

By giving the territory a name and right environment suitable for the group - conditions for 
future communication carriers are created. The esthetical forming is not necessary to create 
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art, but to make it feel like home. The group members should therefore chose the design of the 
territory with support from an expert or similar to coordinate the whole picture [Greif, Michel 
(1989), Page 43]. Four fundamental rules to keep in mind before posting something visual in 
the factory: 

1. The method shall exist – must be developed together with the Industrial Engineering 
colleagues 

2. It shall be visible to everyone – choose a local territory in an open landscape 

3. It shall be accepted by the users – aligned with the colleagues 

4. It shall be possible for the users to question it – visible information in the open 
landscape 

It is known that the interplay between the design and the content is what creates the important 
first impression, paving the way for the message: Design + Content = Message [Bergström, 
Bo (2008)]. This detailed work will be executed in the line organization work when 
implementing the Visual Communication system and not here when designing the Visual 
Communication Plan.  
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the most important strategies. After that, it is up to the Engineering- and Industrial 
Engineering FA managers to break down strategies into activities together with the 
individuals. Updates in the local territory should be done every day to provide managers and 
stakeholders with continuously updated information. If we now compare today’s situation 
with tomorrow’s proposal, it will look like this: 

   
Today         Tomorrow 
 
Fig 6.7 – Strategy communication today and tomorrow 
 
In future, group meetings will generate input and strategy understanding which will be break 
down into KPI’s and individual sub KPI’s that can be measured. The information flow today 
is already there, but it is too much information and most of it is not relevant for Industrial 
Engineering FA. It is up the managers to sort this information and decide the way forward for 
each department.  
 
When the local territory is working, feedback will not pass different hierarchy steps within 
Engineering, but include everyone every day. The homepage will work for PIM RBS Kista 
and it should be possible to give feedback. Whiteboards or similar will be used in the local 
territory with strategies as input to the activities. Feedback from individual levels will be 
reported to Industrial Engineering FA and from there, information will continue upwards if 
needed.  
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A realistic time plan for setting up the local terroitory and prepare the physical things, to be 
able to use Visual Communication, is estimated to 5 months. Choosing a local territory can be 
done in August and since the updated strategies will arrive in August, the strategy break down 
could start in September. From Q4, the local territory should be able to be up and running 
with individual goals and KPI’s that are linked to the updated strategy.  

 

Fig 6.8 – Rough time plan for Industrial Engineering FA 

After the local terroitory is finished and all KPI’s are aligned between the individual and the 
manager, it’s time to have a kick off. An appropriate time for this is probably Q1 2014, 
approximately 6 months after the strategies has been communicated. Again, Visual 
Communication is about culture and culture takes time to change. It will most likely take 
years before everything is running smoth.  

Aug‐Sep Oct‐Nov Dec

Q4

Wait for the updated 
strategies

Perform the steps in 
Fig 6.5 together with 
the colleagues

Start up the local territory 
and adjust details over time, 
until the process in Fig 6.6 is 
working



101 

 

6.2.2	Global	Technical	Dimensioning	stakeholders	

To improve the Global Technical Dimensioning visualization and satisfy the stakeholders, the 
key to success is to fulfill their needs regarding what kind of information they want: 

 Needed investments 

 Global needs 

 How many filter units that could be produced per site and month 

 Availability of technical capacity globally and per volume production site 

 Enough equipment and relevant OP times 

 Real/true capacity figures based on near time information and how this will affect the 
Demand Forecast (DF) 

 Capacity per product group (PL4, PL5 RUS and PL5 RRUS) 

 Capacity ramp up plan 

 Predictions and ideas what is needed in future and possible consolidations – 
alternative solutions like hiring equipment 

This will be considered when developing the individual sub KPI’s together with the manager. 
Since 89% of the stakeholders share information to other employees - and since 78% of them 
get feedback on the information - it would be good to be more active in this loop. Today, no 
information from stakeholder’s interested parties comes back to the Industrial Engineering FA 
department. If the information is available and opened for feedback in the local territory, the 
involvement most likely will be improved. Something to remember when presenting many 
different graphs or similar in the local territory, is the rule of thumb to start with the strongest 
message and keep the second strongest until last, with the weakest arguments in between. Let 
the receiver draw their own conclusions. It is important to make the receiver feel involved and 
proactive, leading them to work out the message for themselves [Bergström, Bo (2008)].  

The author to this report will perform own strategy break downs together with the manager 
from September and the territory will be shared with the Industrial Engineering FA 
colleagues. When the local processes are working well, next step will be to open up the 
territory for stakeholders such as near time planning, demand planning, project office etc. 
With other words, the Visual Communication Plan for Technical Dimensioning stakeholders 
will not be a specific one with its own territory, but included in the scope for Industrial 
Engineering FA. The hope is that people interested in Technical Dimensioning also will find 
other important things in the local territory.  
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Following focus areas from RACO level are used to illustrate the way forward with real 
examples: 

 
Fig 6.10 – Production key take-away from the strategies63 

As an example, the first bullet point in chapter 6.2.2: “Needed investments”, could be part of 
the strategy from PIM RBS Kista level, to be able to fulfill the BU (Business Unit) Regional 
Buffers in Fig 6.10. Head of PIM RBS Kista Henrik Forsberg communicates this to the 
Engineering manager Jonas Odin, which forward the message to Industrial Engineering FA. 
At that level “Needed investments” could be a break down to a KPI for my department and a 
sub KPI for me as an individual.  Appropriate indicators could be “estimated output vs. actual 
output”, “number of scrapped equipment”, “number of excess equipment” etc. Let’s say that 
the Industrial Engineering FA manager choose “BU Regional Buffers” and “Yield – Work 
tighter with R&D” as the two most important strategies for us, then it could look like this in 
one of the local territory areas: 

   
Fig 6.11 – Local territory example 
 

                                                            
63 Internal homepage, Ericsson 

Global Technical Dimensioning 
(BU Regional Buffers)

Ind. Eng FA 

(Yield - Work tighter with R&D)

Estimated output vs. actual output

Number of scrapped equipment

Number of excess equipment

95% yield 

0% fault in the work instructions

Number of improvements 

Local Territory
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The recommendation is to put the territory where the star is in Fig 6.12, since that is an open 
area close to Industrial Engineering FA and their stakeholders within Global Technical 
Dimensioning. 

 

Fig 6.12 – Proposed area for the local territory 

6.3 Validation and reliability 

According to the author, data of high validation and reliability have been reached and used in 
this report, but there is always a risk that personal experience and thoughts have affected the 
reliability. Nothing is indeed completely black or white. Again, only the researcher can 
determine what is satisfactory, relevant, significant or important in the context of his/her own 
research64. Measurements from the surveys indicate that the result is reliable – there is lack of 
strategy understanding at the Industrial Engineering FA department and PIM RBS Kista. The 
link between strategies and the daily work is missing. 

6.4 Proposal for further investigations 

It is now clear what has to be done within the Industrial Engineering FA department. To be 
able to understand and link strategies to the daily work, which will work as guidelines to 
follow, a more living communication area called local territory must be set up. The Visual 
Communication Plan will hopefully be useful for both the Industrial Engineering FA 
department and the stakeholders within Global Technical Dimensioning.  
 
As mentioned in the beginning, clear strategy information is most likely useful for others than 
the Industrial Engineering FA department, so further investigations could be to spread the 
Visual Communication concept to other departments through the company. Again, this should 
not be done without making sure that the user of the system really wants to use it.  
 

                                                            
64 www.uncp.edu 
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