
  

Visual Planning and KPIs in purchasing: 
Effective Activity Planning and Follow-Up 

 

 

 

 

 

JOHANNES BLACKNE 

NIKLAS JANSSON 

 

 

 

 

 

 

 

 

 

 

 

Master of Science Thesis 

Stockholm, Sweden 2013 

 

  

 





 

 

 

 

 

 

 

 

Visual Planning and KPIs in 
purchasing:  

Effective Activity Planning and Follow-Up 

 

 

 
 

 

Johannes Blackne 
 

Niklas Jansson 

 

 

 

 

 

 
Examensarbete MMK 2013:36 MCE 286 

KTH Industriell teknik och management 

Maskinkonstruktion 

SE-100 44  STOCKHOLM 

 

 





 

i 

 

 

 

 Examensarbete MMK 2013:36 MCE 286 

 

Visuell planering och mätetal inom inköp: 

Effektiv aktivitetsplanering och uppföljning 

   

  Johannes Blackne 

Niklas Jansson 

Godkänt 

2013-05-31 

Examinator 

Sofia Ritzén 

Handledare 

Anders Berglund 

 Uppdragsgivare 

Scania CV AB 

Kontaktperson 

Karl-Johan Valegård 

Sammanfattning 
Syftet med examensarbetet var att finna ett sätt att planera aktiviteter, visualisera samt följa 

upp dem. Visuell planering används på Scanias produktionsanläggningar, forskning och 

utveckling samt på deras inköpsavdelning. Dock passar inte metoden inköparnas behov av 

kommunikation och koordination. Vidare blir inköparnas aktiviteter avbrutna av störningar 

som resulterar i förseningar.   

Detta examensarbete kommer därför att föreslå en effektiv planerings- och uppföljningsmetod 

som passar inköparnas behov, specifikt inköparna på gruppen SGC. Lösningen skall hantera 

störningar, vara enkel och använda samt visualisera aktiviteter på individuell och gruppnivå. 

För att finna bästa lösningen genomfördes en intern benchmarking och en litteraturstudie. 

Observationer på Scanias produktionsanläggningar, forskning och utveckling samt 

inköpsavdelning genomfördes tillsammans med intervjuer med externa respondenter. 

Från empirin framgick det att hantera störningar har högre prioritet än kommersiella 

aktiviteter så som kostnadsbesparingsaktiviteter. Vidare finns inget standardiserat sätt att 

planera aktiviteter hos SGC, kostnad har högre fokus än kvalitet och leverans samt att visuell 

planering inte passar inköpsorganisationens behov av kommunikation och koordination.  

Lösningsförslaget inkluderar förslag till att införa delmål till de planerade aktiviteterna, att 

alla mätetal samlas ihop till ett balanserat styrkort samt ett förbättrat sätt att hantera 

störningar. Vidare ges förslag att visuell planering skall fortsätta att användas dagligen, med 

en agenda som strukturerar kommunikationen för att passa gruppens behov för 

kommunikation och koordination.  
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Abstract 
The purpose of the master thesis is to find a way to plan activities, visualize them and follow-

up on these activities. The Visual Planning method is used at Scania Production, R&D and at 

Scania Purchasing. However, the method doesn‟t fit the purchasers‟ communication and 

coordination needs. Furthermore, a majority of purchasing activities is disrupted due to 

unexpected events or deviations, which may cause delays.  

Hence, the thesis will result in a proposal of an effective planning and follow-up method that 

fits the need of the purchasing environment in general and more specifically in the purchasing 

group SGC. The proposing solution should handle deviations, be easy to use and visualize 

activities on an individual and aggregated department level. 

To find the best solution, an internal benchmarking and a review of best practice literature 

was carried out during the thesis. Observations at Scania Production, R&D and purchasing 

department were also carried out along with external interviews. 

Key findings included that handling deviances have a higher priority than commercial 

activities such as cost saving activities. Additionally, there is no standardize way of activity 

planning at SGC, cost has higher than quality and delivery and the Visual Planning method 

does not fit Scania‟s purchasing organization due to different needs of communication and 

coordination. 

Hence, the proposal included recommendations to introduce two milestones to the planned 

activities, collect all performance measurements in a balanced scorecard and an improved way 

of handling deviations. Furthermore, recommendations regarding the Visual Planning method 

included that the method should be used daily, where an agenda should structure the 

communication and the method should be adapted to fit the group‟s need of communication 

and coordination.  
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Nomenclature 
This section explains acronyms and terms used in the thesis. 

Andon A signal to indicate problems 

Barashi Method to break down problem and goals into tangible activities  

Hoshin Kanri Policy alignment method used in many Lean organizations. Also referred to a 

policy deployment or “catch ball” 

IMDS International Material Data System, a is a data system to keep track of 

environmental aspects for parts 

Jidoka A principle used by Toyota to create a visible organization  

JIT Just-in-time, a production strategy developed by Toyota 

Kaizen Continuous and incremental improvements 

Kanban Directly translated as card and it a signaling system 

KI/VP Knowledge innovation/visual planning, a tool developed by JMAC 

KPI Key Performance Indicators 

Muda Directly translated as waste and is used to classify non-value added activities 

such as waiting 

PDCA Plan-Do-Check-Act 

PPR Price development, Price forecast and Result. An individual activity and 

prognosis sheet used by commodity purchasers at Scania.  

R&D Research & Development 

R&D Factory R&Ds version of the Scania House, see SPS 

RFQ Request For Quotation 

RTM Real Time Management, a meeting-free hour for responsive problem solving 

applied at Scania R&D  

SGC Spare parts purchasing commodity at Scania Purchasing 

SPP Scania Project Planning. A project planning framework at Scania 

SPS Scania Production System, also referred to as the Scania House 

SQA Supplier Quality Assurance engineer 

SRS Scania Retail System, the service department’s version of the Scania House 

VP Visual Planning 
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1. Introduction 
This chapter serves as an introduction to the topic of the thesis. The defined problem as well 

as the purpose and delimitations of the thesis are presented.  

1.1. Background 
Planning of activities is an essential part of everyday work in organizations. Well-executed 

planning facilitates high-quality deliverables, good cost control and helps employees to 

deliver on time (Maylor, 2010). Hence the art of planning need special attention. 

Although good planning takes time, it involves a lot of administrative work and the route 

towards good planning is not always clear. However, there are several tools and methods for 

planning, e.g. Gantt, Work Breakdown Structure, network planning to name a few. 

One way of planning activities from strategic goals is to use a method called Hoshin Kanri, 

also known as policy deployment. It was developed in 1960s by the tire manufacturer 

Bridgestone in Japan. It is an iterative planning method that strives to include the whole 

organization in the planning process. Thus, the goals are both established in the organization 

as well as by which means they should be reached. (Liker & Morgan, 2006; Bergman & 

Klefsjö, 2002; Hines, Found, Griffiths, & Harrison, 2011) 

All tools and methods intend to help management and employees to keep track on activities 

both with short and long term perspective. Which tool and method to use is dependent on the 

specific setting where the plan will be used, i.e. a purchasing department may have different 

planning needs than a development team.  

However, a good plan is not only a static document that should be followed in a rather 

pragmatic manner (Maylor, 2010). Good plans have a margin of error to handle unexpected 

events. Planning is much more than the initial creation of a plan, it also involves handling 

deviances, performing follow-up on planned activities and keeping the plan up to date to 

reflect the actual course of actions. 

There may be different perceptions on the term effective planning. In this thesis, the term 

effective planning refers to an easy and understandable plan that is realistic and can handle 

deviances or unexpected events. 

In order for a plan to be effective, it must facilitate follow-up of planned activities. Lean 

literature often discusses the use of plans to detect deviances in time, visualize the plans. The 

term Lean was introduced in the book The Machine that Changed the World (Womack, Jones, 

& Roos, 1990) which described the way that the car manufacturer Toyota could shorten their 

lead time, increase quality and maximize value for the customer. Even though Lean 

philosophy first focused on production, its principles has now been adopted by many other 

areas, e.g. product development (Liker & Morgan, 2006), and influences many other 

corporate functions such as Supply Chain Management and purchasing (van Weele, 2010). 

Bicheno et al. (2010) discusses the use of a Lean method called visual steering. Masciletti 

(2007) discuss the use of Lean methods and two of these methods are the stand-up 

coordination meeting (also referred to as pulse meetings) and the visual project board. These 

visual tools are adaptations from the visual systems used in production facilities, to fit in a 

product development organization.  

Visual steering (Bicheno, Anhede, & Hillberg, 2010), stand-up coordination meeting and 

visual project board (Masciletti, 2007), pulse meetings and visualization (Gremyr & Fouquet, 

2012), KI/VP (knowledge innovation/visual planning) (Hines, Francis, & Found, 2006), 

Visible Planning (Olausson & Berggren, 2010)  and visualized planning (Oosterwal, 2010) 

are all different names of the same visual tool used in Lean Product Development for short 
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planning meetings in projects. In this thesis, all these tools will be clustered and described as 

Visual Planning according to the definition by Söderberg (2012), who defines Visual Planning 

as “a method used by a team to plan and control the team‟s progress through the use of 

physical representations of tasks in combination with frequent and interactive meetings” 

(Söderberg, 2012, p. 71). A physical representation in this context means for example sticky 

notes, commonly referred to as post-it notes, or other physical media which are possible to 

interact with in order to achieve a dynamic planning environment i.e. a short term plan that 

takes the current situation into account. 

A Visual Planning board may include several elements, but maybe the most characteristic 

element are the individual time schedule matrix consisting of a row for each individual and 

different time units per column. Different activities, deadlines or other information are then 

visualized typically by using sticky notes. An example of a Visual Planning board is showed 

in Figure 1. 

 

Figure 1. Example of a Visual Planning board 

Other common elements used as a part of or in close connection with the Visual Planning 

board are for example a list of issues, a list of improvement suggestions or Key Performance 

Indicators (KPIs). There is no general model for a Visual Planning board that fits for 

everyone; instead the board should be adapted by each team to fit their needs (Parry & Turner, 

2006; Masciletti, 2007). 

Parry and Turner (2006) discusses the benefits of KPIs in combination with Visual 

management systems since it enables the whole team to get an overview and provides instant 

feedback of the progress towards the targets. However, KPIs should be chosen with care or as 

Kaplan and Norton (1992, p.71) states: “What you measure is what you get”. In the popular 

framework “The Balanced Scorecard” it is proposed that KPIs should be chosen within four 

categories, defined in the framework, to ensure a holistic view on performance and progress 

towards the company‟s strategy (Kaplan & Norton, 1992). 

Using KPIs to detect deviances and act upon them, as well as visualizing them on a Visual 

Planning board, has been put into practice in a pilot study to this thesis. The pilot study was 

carried out in a development project with ten engineering design students, where a Visual 

Planning was implemented that included visualized KPIs on project progress and team 

productivity. During the development project, strengths in visual control were identified and 
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also that KPIs are a good way of measuring and controlling progress. (Berglund, Blackne, & 

Jansson, 2013) 

At Scania Purchasing, three focus areas are considered as KPIs; quality, delivery and cost. 

These three areas help the purchasers to prioritize their activities and allocate resources to. 

The prime driver of the purchasers‟ activities is to cut down on their costs, calculated by 

measuring a cost of manufacturing a truck. Expected activities are carefully planned including 

how these activities can contribute to reaching the aim (cutting cost). Unexpected events or 

disturbances aren‟t planned and can therefore result in delays or cancelled activities. 

Furthermore, SGC and all other groups at Scania Purchasing use Visual Planning boards 

where daily pulse meetings are carried out in front of the board. 

1.2. Pre-study 
In 2012, as part of our higher course project at Integrated Product Development, we 

implemented a measuring system to track productivity and project progress. The idea was to 

introduce KPIs, visualize them on the Visual Planning board and detect deviances on 

activities to be able to improve and control the daily project work. After the nine month long 

project had finished, we summarized our thoughts together with our supervisor and presented 

an article with the results of our measuring system. The article was accepted by the 19
th

 

International Conference of Engineering Design. 

Using KPIs to detect deviances and act upon them, as well as visualizing them on a Visual 

Planning board has many similarities to the master thesis. We saw strengths in visual control 

and that KPIs are a good way of measuring and controlling progress as well as arising 

problems with handling many KPIs and getting acceptances from the group to use and track 

the project progress with KPIs. Hence, we felt that further research was needed to strengthen 

the case for using visual control and to answer the arising problems with handling many KPIs 

and getting acceptance from the group. For the full paper, see Appendix A. 

1.3. Problem Definition 
A lot of previous efforts have focused on defining multiple processes for the purchasing 

department, to help the purchasers in their daily work. Even though there is defined 

purchasing processes at Scania, the planning and application of them may look diverse among 

the purchasers. Since many purchasing activities are unique and in many cases unexpected 

events occur, it is not clear how these standardized processes should be applied.  

This implicates that there is a gap between standardized processes and the actual use of them. 

The outcome of this gap is that it complicates the planning of activities and makes the 

managerial follow-up difficult to handle.  

Many organizations have adopted Lean principles such as visualizing tasks and perform 

follow-up outside of production facilities. These efforts have mainly focused on R&D 

organizations and other functions besides purchasing. Initial steps have been taken to adopt 

similar principles to purchasing departments, but there is no holistic view of how the 

departments should look like and function.   

One step towards improving the situation at Scania Purchasing has been to use Visual 

Planning, but the implementation of this method still struggles in achieving its purpose to the 

fullest extent. The previous research on Visual Planning has focused on R&D organizations, 

which differs from purchasing departments. But there are also many similarities and one 

example described by Söderberg (2012) shows that it may be difficult to change tasks 

between team members with specialized tasks in R&D organizations. The same difficulties 

occur to purchasers at SGC. Every purchaser is specialized on their area (e.g. casting parts or 
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interior details) and is in charge of their own suppliers. If disturbances have occurred, it is 

difficult for other purchasers at the same department to help out, because they don‟t have 

expert knowledge of other purchasers‟ areas or suppliers.  

1.4. Purpose 
The purpose of the master thesis was to carry out an internal benchmark and a literature 

review of best practice regarding activity planning, visualization and follow-up. The summary 

of the benchmark and literature review should result in a proposal of an effective planning and 

follow-up method that fits the need of the purchasing commodity and its employees. The 

proposing solution should handle deviations, be easy to use and visualized on an individual 

and aggregated department level.  

The thesis aims to contribute with a review of how the use of Visual Planning functions in 

purchasing teams. Previous research has been limited to R&D organizations, which differ 

from the case studied in this thesis. Furthermore this thesis contributed with how effective 

planning and follow-up could be facilitated within a purchasing organization.  

1.5. Research Questions 
Visual Planning, pulse meetings or other names of the method are mentioned in a lot of 

research (Masciletti, 2007; Gremyr & Fouquet, 2012; Olausson & Berggren, 2010; Oosterwal, 

2010), but there is no common or standardized description of this method. Recent research 

attempts to define the Visual Planning method (Söderberg, 2012), but there is no connection 

to the purchasing departments way of working, how purchasers could plan activities and 

handle unexpected events or deviations with the Visual Planning method.  

Lean has heavily influenced the way of working in production (Liker J. , 2004), R&D (Liker 

& Morgan, 2006), in Supply Chain Management (Monczka, Handfield, Giunipero, & 

Patterson, 2011), in services (Womack & Jones, 2003; Bicheno, Anhede, & Hillberg, 2010), 

and in administration (Larsson, 2008). However, there is no literature on how purchasers 

should use the Visual Planning method to fit their needs.  

In order to suggest improvements, a situation analysis was first carried out. The research 

questions were divided into two topics as illustrated in the picture below, see Figure 2.  

 

Figure 2. How the research questions are linked  

Research question RQ1a and RQ2a stated the current situation regarding planning activities 

respectively Visual Planning and research question RQ1b and RQ2b focus on suggesting 
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improvements linked to these areas. The first research question aimed to answer how the 

purchasers at SGC currently plan their activities as well as perform follow-ups. Hence, the 

research questions were formulated:  

RQ1a: How are the purchaser’s activities currently planned 

and followed-up at SGC? 

The purchaser‟s activities in this case means activities initiated by the purchasers and planned 

in their individual long term planning sheet called PPR (Price development, Price forecast and 

Result, which is an activity and prognosis sheet) and follow-up means to check the status of 

the planned activities, e.g. discuss delays or issues connected to these activities. Since 

unexpected events and deviations are continuously disrupting the purchaser‟s daily work and 

delaying their planned activities, the second research question was formulated to suggest 

improvements in this area:  

RQ1b: How can the purchaser’s activities be planned  

to better handle unexpected events, deviations and facilitate follow-up? 

Furthermore, the research question aimed to answer how the planned activities could be 

followed-up by both their manager and by the purchasers themselves. The aim of the research 

question was to give the department guidelines on how activities could be better planned, 

broken down or time estimated. The next research question was formulated to find out how 

the Visual Planning was currently used at SGC. It was formulated as: 

RQ2a: How is the Visual Planning method currently used? 

The final research question was formulated in the same manner as research question RQ1b, to 

answer how the Visual Planning method could be improved. It was formulated as: 

RQ2b: How can the Visual Planning method be adapted  

to fit the needs of the SGC team? 

The answer of this question was based on SGC‟s need of the Visual Planning method, 

recommending improvement suggestions adapted to fit their need.  

1.6. Delimitations 
 The master thesis was conducted during the spring semester of 2013. The start date 

was January, 14 and the thesis was carried out over 20 weeks, see Appendix B. The 

time frame affected the amount of data collection possible due to the narrow time 

frame, i.e. the number of interviews was limited. 

 Due to economic restrictions, the sampling of interviewees and site visits were limited 

geographically. Most of the empirical data was collected close to the case company. 

 The thesis was carried out at Scania Purchasing, specifically at a department called 

SGC. Hence, the thesis focused on suggesting an improvement for this department 

beyond the theory building made from the case study. 
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1.7. Synopsis of the Report 
The synopsis of the report is presented below, see Table 1. 

Table 1. The synopsis of the report with a description of each chapter 

Chapter Description 

Introduction 

 

Background information of the company and the purchasing 
department will be presented in this chapter. The purpose of the 
thesis will be defined as well as the research questions and the 
delimitations of the study. 

Methodology The methods used in the study to collect data will be presented 
in this chapter. Sources of error with chosen methods will be 
discussed and the validity and reliability of the study will be 
discussed. 

Theoretical Framework 

 

The topic of the study will be investigated by presenting relevant 
literature in order to achieve a deeper understanding.   

Empirical Framework This chapter will present the result of the collected data from the 
empirical framework. 

Analysis and Discussion 

 

The data will then be analyzed, related to the theoretical 
framework and provide a basis for the proposal and the 
suggested improvements.   

Conclusions 

 

Concluding the result of the thesis and suggesting how Scania’s 
purchasing department can implement the suggested changes. 

Recommendation and Future 
Work 

The final chapters will propose a new method and then suggest 
future investigations and studies. 
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2. Methodology 
A qualitative approach was chosen in this master thesis, since this is a suitable approach when 

an in-depth understanding of a specific area or problem is desired (Holme & Krohn Solvang, 

1997). The empirical framework was used as a primary source of data and the theoretical 

framework was used as a secondary source of data, confirming or disproving the primary 

data. 

To collect data a case study research was adopted. Yin (2008) defines a case study as 

exploring and investigating a phenomenon in its existing context by inquiring data from 

multiple sources. Data can be obtained from various methods such as interviews, 

questionnaires, observations and archives (Eisenhardt, 1989). A case study approach are 

preferred when the researcher has little control over the events and the focus is on in-depth 

understanding of dynamics of a real-life setting (Eisenhardt, 1989; Yin, 2008; Bryman & Bell, 

2007). The case is further described below. 

Since this thesis was carried out in collaboration with an organization, a case study approach 

is well suited (Bryman & Bell, 2007). Furthermore the researchers had little control over the 

events at this organization which also implicates that a case study is the preferred approach 

(Eisenhardt, 1989). Case studies are also suited for research questions containing “how” and 

“why” (Yin, 2008).  

Data was sampled quota sampling and snowball sampling (Bryman & Bell, 2007). The 

empirical data was collected in interviews, from observation, using field notes and a 

workshop. Theoretical data was collected from best practice literature as well as internal 

company document. The data was analyzed using an adaptation of a qualitative data analysis 

method suggested by Miles and Huberman (1994). These sections are further described 

below. 

Case study research is an inductive research method which refers to that general suggestion or 

hypotheses is made from specific cases or examples (Eisenhardt, 1989), i.e. when research 

findings leads to theory (Bryman & Bell, 2007). Though choosing an inductive approach may 

open up for criticism about to what extent the research result may be generalized. However 

this research contained iterative, deductive elements (e.g. review of past research) thus 

gaining support for more general conclusions based on this case study. Therefore this thesis 

adopted an iterative process between the empirical and theoretical framework, i.e. an 

abductive process (Mayer & Pirri, 1995). Observed events in this thesis were compared with 

literature. If the observed events are not supported in theory, new theory was searched for in 

order to confirm the observed events.  

Triangulation refers to “using more than one method or source of data in the study of social 

phenomena” (Bryman & Bell, 2007, p. 412). Using more than one method or source of data 

also increases accuracy and complexity in case study research (Woodside, 2010) and provides 

a foundation for stronger hypotheses (Eisenhardt, 1989). The thesis included several steps and 

required different methods to be used (interviews, observations, field notes and a workshop), 

thus using triangulation. An overview of the work is outlined in the figure below, see Figure 

3. 
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Figure 3. Thesis layout 
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2.1. Background Study 
Prior to this thesis, a pre-study was carried out focusing on the use of KPIs to detect deviances 

and act upon them. The pre-study is described in section 1.2. The thesis work begun with a 

background study. Firstly the aim and the scope of the thesis work were defined along with 

the problem definition, which was based on an initial background study where literature and 

the current situation were examined.  

Execution of a background study and development of a theory prior to the case study is 

necessary according to Yin (2008). On the contrary Eisenhardt (1989) states that “preordained 

theoretical perspectives or propositions may bias and limit the findings”. Since there are little 

previous research on purchasing processes linked to Visual Planning and other Lean 

principles for planning daily activities, a background study would not serve as a bias but 

rather increase the quality of data collection. Before beginning with empirical research, it is 

recommended in previous research that related literature are studied in order to identify 

research gaps and thus formulating research questions to fill this gap (Eisenhardt & Graebner, 

2007). In alignment with this theory, research questions for this thesis were therefore 

formulated after the background study. 

2.2. Empirical Framework 
The empirical framework was the primary sources of data. This data was collected using two 

methods commonly used in case studies; interviews and observations (Eisenhardt, 1989). 

Furthermore field notes were used during the entire thesis periods. These methods are 

described in the further down. 

2.2.1. Case Company 
Scania is a global manufacturer of trucks, buses and coaches and engines, and employs 37 496 

people. The organization is heavily influenced by Lean principles, which is reflected in 

company‟s core values; customer first, respect for the individual and quality. Lean was first 

used in Scania‟s production facilities under the name of Scania Production System (SPS) and 

later on adopted by the service and R&D departments called Scania Retail System (SRS) 

respectively R&D Factory. (Scania AB, 2013a)       

Scania Purchasing consists of three major purchasing departments (Scania AB, 2013b). 

Overall, the Purchasing department employs over 600 people and the major part is located in 

Södertälje and the organizational chart is presented below, Figure 4.  
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Figure 4. Organizational chart of Scania Purchasing 

The purchasing commodity studied in this thesis is called SGC and consists of 13 employees: 

one manager, one purchasing assistant and eleven purchasers, where one purchaser is 

currently on maternity leave. The commodity belongs to one of the three major purchasing 

departments, Powertrain. The commodity purchases spare parts for trucks no longer in 

production.   

Generally speaking, the purchasers at SGC handle a greater number of suppliers and articles 

than other commodity purchasers at Scania Purchasing, but with smaller volumes and longer 

time frame, since spare parts should be available minimum 15 years after the trucks have 

stopped to be produced.   

2.2.2. Sampling 
During this case study, two different sampling methods were used; quota sampling and 

snowball sampling. Quota sampling is a technique where the researchers aim towards creating 

a sampling that reflects a population in relative representation of different categories. This can 

be achieved by consulting a resource with good knowledge of the population being studied. 

The snowball sampling is achieved by making contact with a limited number of people within 

a population which are relevant to the research topic. Further interviewees are then chosen by 

consultancy of the initial group of people. (Bryman & Bell, 2007) 

Initially the quota sampling was used since the industrial supervisor had a good overview of 

the organization being studied and thus could guide the researchers towards a sampling which 

included different perspectives on the topic and interviewees from different departments and 

levels in the organization. This initial sampling which included interviewees from different 

departments, functional areas and organizational levels avoided bias since it is unlikely that 

such varying interviewees will engage in collective retrospective sense making (Eisenhardt & 

Graebner, 2007). After the initial interviews had been conducted the snowball sampling was 

used since this allowed the researcher to gain a deeper understanding of relevant topics 

revealed during the initial interviews. 

Purchasing 

Chassis and Cab Powertrain 

Engine Axles & Gearbox 

SGC - Commodity 
Parts 

Quality, Project & 
Strategy 
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2.2.3. Respondents 
The respondents are summarized in the table below along with how the data was intended to 

be used, see Table 2. 

Table 2. Collected data 

Type of data Number How the data is used 

Interviews 27 interviewed  
(22 internal & 5 external) 

Main source of empirical data 

Observations Continuous observations at Scania 
Purchasing 

Scania Production 

Scania R&D 

Secondary source of empirical 
data. Inspiration for proposal 
and future recommendations  

Workshop A workshop with SGC Verify proposal  

 

The external interviewees are all researchers or experts in the field of Lean and Visual 

Planning.  

2.2.4. Interviews 
According to Westlander (2000) there are four types of interviews; unstructured, semi-

structured, structured and surveys or pre-printed questionnaires, see Figure 5 where type B 

(highlighted) was used in this thesis.  

Table 3. Interview methods (Westlander, 2000) 

Interview method Role of the interviewer Role of the 
interviewee 

Aid 

Type A: Unstructured 
personal interview 

Investigate the individual’s 
perspective on the subject. 
The interviewee decides 
theme within given area 

Decides what 
should be 
discussed and to 
what extent 

Notes during/after the 
interview, possible 
within certain frame. 
Recordings if allowed 
by interviewee. 

Type B:  
Semi-structured 
personal interview  

Investigate the individual’s 
perspective on the subject, 
understand and describe 
events and links. The 
interviewer decides sub-
themes for the interview 

Freedom to 
decide what 
should be 
discussed within 
the sub-theme 

Interview guide and 
notes during/after 
interview. Recordings if 
allowed by interviewee. 

Type C:  
Structured interview 
(conversation which 
is controlled in detail 
by the interviewer) 

All questions are predefined 
to be able to evaluate and 
compare answers from 
specific questions. Find 
explanations to events 

Limited to the 
questions asked 
by the interviewer 

Interview form 

Type D:  
Survey, pre-printed 
questionnaire  

Same as type C  Same as type C Questionnaire (survey) 

 

In order to be able to compare and cluster results from the interviews, a semi-structured 

interview method was used in this thesis. This method allowed the researchers to gain 

qualitative and comparable data, but with the freedom of in-depth questions when relevant, 

e.g. when the interviewee had special competence within an area not considered before the 

interview. The selection of internal interviewees included both experienced and novice 
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purchasers, managers and process planners to get a wide scope in the empirical framework. 

Furthermore interviews at external locations included interviewees with expertise within the 

research area. 

An interview guide was formulated before all interviews, based on theory and knowledge 

gained during the pre-study, to cover all topics and areas related to the research questions 

(Holme & Krohn Solvang, 1997). All interviews was performed by two interviewers, one 

responsible for asking the questions and one responsible for taking notes and ensure that the 

interview guide are followed. The interviews was recorded if possible and afterwards 

transcribed. 

In order to avoid typical sources of error associated with interviews, the following steps were 

taken into account. Firstly the interviewee was given enough time to answer the questions. 

Secondly, developing an interview guide before all interviews and validating its questions 

avoided inaccurate or badly formulated questions. Thirdly the time frame of the interviews 

was scheduled to be long enough in order to avoid stress and lastly the interviews didn‟t 

include any leading questions or other biases.  

Furthermore, the questions in the interview guides were improved after each interview based 

on the response from previous interviewees. Questions were re-arranged, reformulated or 

excluded from the interviews if deemed necessary by the researchers. Finally, new questions 

were developed to target certain areas to gain in-depth knowledge from future interviewees, 

see Appendix D for the full interview guides.   

The interviews were conducted in three phases, targeting different groups of interviewees. 

The first interviews executed in the thesis were the first phase interviews, which were general 

interviews regarding purchasing and Visual Planning, to get a deeper understanding of the 

case company and how the purchasers work. The second phase were executed after the first 

phase, and focused on the use of Visual Planning outside Scania Purchasing. During the 

external interviews, a deeper understand of the use of Visual Planning was gained was well as 

inspiration for the proposal. Finally, the third phase was the last executed interviews and 

targeted the purchasers at the SGC group. Their views regarding activity planning and Visual 

Planning were identified. The phases are summarized below: 

 Phase 1: General interview with employees at Scania Purchasing regarding purchasing 

and Visual Planning 

 Phase 2: General interviews with persons outside Scania Purchasing (production, 

engine assembly, R&D) as well as persons outside of Scania regarding activity 

planning and Visual Planning in other functions or organizations. 

 Phase 3: Specific interviews with employees at SGC regarding activity planning and 

Visual Planning. 

2.2.5. Observations 
There are two types of observations which are both used in this thesis; active observations 

where the researcher participates in the observed group or setting and passive observation 

where the researcher don‟t participate (Holme & Krohn Solvang, 1997). Yin (2008) refers to 

these types of observations as direct observation, where the researchers don‟t participate, and 

participant-observation where the researchers participate. 

The researchers attended and participated in the frequent and short meetings occurring at the 

purchasing commodity SGC to better understand the processes used by the purchasers and 

their daily work procedures. 
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Passive observations were carried out during site visits at other departments of the 

organization. The aim of these observations is to gather a deeper perspective and 

understanding of the use of visual planning linked to daily tasks. The passive observations 

were also combined with unstructured interviews afterwards. The observations are 

summarized below:  

 At purchasing, daily steering meetings has been continuously observed  

 At the engine assembly plant two persons were interviewed in front of various Visual 

Planning boards during the tour of the assembly plant.  

 At R&D, five group members out of nine stayed to answer questions after the 

observed daily steering meeting.  

Observations where used to collect additional data on how the Visual Planning method was 

used throughout Scania. Two observers were present during all observations to increase 

reliability (Yin, 2008) and photographs of various Visual Planning boards were taken during 

the observations.  

2.2.6. Field Notes 
Since the researchers spent most of their time at the organization being studied in this case 

study, field notes will be taken to document spontaneous observations and opinions at 

unstructured interviews during informal meetings, e.g. coffee breaks etc. This will create an 

overlap of data analysis with data collection and “gives the researcher a head start in analysis” 

(Eisenhardt, 1989, p. 539).  

The field notes was used to confirm or question data collected from interviews and 

observations, i.e. strengthen the findings from the main sources of empirical data. Field notes 

were also used during meetings with the industrial supervisor.  

2.3. Theoretical Framework  
Secondary data was collected by performing a literature study of best practice literature, 

annual reports, internal documents, journal articles and conference proceedings along with 

literature from closely related fields. 

A broad range of literature is a necessity to for a good case study research process 

(Eisenhardt, 1989). This will ensure that both supporting and contradicting findings to 

empirical data will be considered and reviewed. Supporting literature will add depth to 

empirical findings and contradicting findings will question any conclusions drawn to test its 

robustness and force researchers “into a more creative, frame breaking mode of thinking than 

they might otherwise be able to achieve” (Eisenhardt, 1989, p. 544).   

To provide background information, provide theoretical support for any findings from the 

primary data and support the result of the thesis, a literature review process was adopted, see 

Figure 5.  
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Figure 5. Literature review process based on Bryman and Bell (2007) 

The five steps of literature process are described in detail below. 

 Step 1: The first step of the literature review process was to read initial literature about 

the research field and get a basic understanding of it.  

 Step 2: The second step consisted of identifying keywords and reviewing reading 

notes as well as looking though referred sources in the previous readings.  

 Step 3: Keywords was used in order to search for new literature in libraries and online 

databases. 

 Step 4: The search result was examined by reading the title and the abstract of the 

literature.  

 Step 5: In the fifth step of the literature review process sources was checked if they are 

cited to increase the trustworthiness of the sources and review the content critically.  

Contradicting findings was also searched for and taken in to consideration when evaluating 

the theoretical framework. 
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2.4. Analysis 
Qualitative data collected was analyzed according to the three steps of qualitative data 

analysis proposed by Miles & Huberman (1994), see Table 4. 

Table 4. Three steps of qualitative data analysis (Miles & Huberman, 1994) 

Step Process description Thesis adaptation 

Data 
reduction 

The aim of the data reduction is to narrow 
down the extensive amount of qualitative 
data by selecting, focusing, simplifying, 
abstracting and transforming data from field 
notes and transcripts.  

The comment function in Adobe .pdf-
software was used to reduce the data 
gained from the transcribed 
interviews by commenting sections in 
pre-determined clusters.  

Data display The second step is to compress, organize, 
visualize and cluster the data from the 
previous step in order to make the data 
accessible and facilitate conclusion drawing 
and verification. 

The comments were clustered and 
organized in another document. 

 

Conclusion 
drawing and 
verification 

The final step of qualitative data analysis is 
draw conclusions and verifying them. This 
will be done by performing a within-case 
analysis

1
 by comparing empirical data to the 

theoretical framework and discuss 
similarities and contradictions between these 
data sources. 

The empirical and theoretical 
framework was compared. 

A workshop was held to test the 
proposal, see section 2.4.1. 

 

 

The qualitative data, i.e. the transcribed semi-structured interviews, were coded according to 

the predetermined clusters, see Appendix D. This way of commenting the transcriptions 

enabled an easy searching method for the codes throughout the whole transcribed material. 

Additional topics were coded with an extra code and then reviewed if they contributed to 

answering the research questions.  

2.4.1. Workshop 
During the analysis phase, a workshop was held to aid the analysis process and validate 

conclusions made during the last stage of the qualitative data analysis, as suggested by 

Bryman and Bell (2007). The researchers acted as moderators and observers during the 

workshop. Visual Planning board designs and which components should be visualized on the 

board were discussed during the workshop, where the participants were divided in three 

groups during the group exercises. The Visual Planning meeting agenda, activity planning and 

KPIs were also discussed. Notes were taken by the researchers during the workshop and the 

results from the exercises were documented by the participants on large paper sheets. 

Different opinions were discussed in groups and presented to the rest of the participants, 

which was followed by a group discussion. The workshop set up is further described in 

Appendix F.  

2.5. Validity, Reliability and Objectivity 
Validity refers to the notion of studying what is intended (Bryman & Bell, 2007; Holme & 

Krohn Solvang, 1997). More specifically validity can be divided into internal and external 

validity, where internal validity refers to a clear casual path between observations and theories 

developed while external validity refers to what extent the study can be generalized (Yin, 

2008; Bryman & Bell, 2007). 

                                                 
1
 The aim of within-case analysis is to find unique patterns of each case before generalizing patterns across any 

other performed cases (Eisenhardt, 1989) 
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It is also important that the study is of high reliability, that is that the results are replicable 

(Bryman & Bell, 2007; Svengren, 1993; Yin, 2008; Riege, 2003). It is difficult to replicate a 

social setting often studied in qualitative research, thus the reliability criterion is difficult to 

satisfy in case studies (Bryman & Bell, 2007). However to replicate a case study the 

researchers should “adopt a similar social roll to that adopted by the original researcher” 

(Bryman & Bell, 2007, p. 410). 

Objectivity, closely related to confirmability, refers to that the researchers present an 

unprejudiced and honest view of the collected and analyzed data (Bryman & Bell, 2007; 

Riege, 2003). 

Case studies have been questioned to be more subjective than quantitative research (Riege, 

2003), which requires the researcher to put his/her predetermined values and prejudices aside 

during the data collection and analysis (Holme & Krohn Solvang, 1997). Therefore a set of 

tests are used to ensure the quality of the case study based on four criteria; confirmability, 

credibility, transferability and dependability (Riege, 2003; Bryman & Bell, 2007). These 

criteria are described in the table below as well as which questions they answer to, see Table 

5. 

Table 5. Quality criteria described by Riege (2003) and Bryman and Bell (2007) 

Tests Description Questions to be asked 

Confirmability Neutrality and parallel 
to objectivity 

 Are the study’s methods described explicitly or in 
detail? 

 Does the reader have a complete picture including 
background information? 

 Are study data available for reanalysis by others? 

Credibility Parallel to internal 
validity 

 How rich and meaningful are the descriptions? 

 Are the findings internally coherent? 

 Are concepts systematically related? 

Transferability  Parallel to external 
validity 

 Do the findings include “thick descriptions” for 
readers to assess the potential transferability 
appropriateness for their own settings? 

 Are the findings congruent with, connected to, or 
confirmatory of prior research?   

Dependability Stability and 
consistency in the 
process of inquiring 
data, parallel to 
reliability  

 Are the research questions clear and are the 
features of the study design congruent with them? 

 Have things been done with reasonable care? 

 

In order to ensure quality of the study, several actions were implemented in the study to 

consider the criteria above, e.g. review of quality at each gate of the research process. 

Interviews were record if possible and transcribed afterwards to increase the reliability (Riege, 

2003; Bryman & Bell, 2007). An interview guide was developed, tested before and used 

during the interviews to ensure that the right questions are asked which will increase the 

validity (Riege, 2003). 

Furthermore all interviews was executed by two interviewers with different roles, one asking 

questions and one taking notes and keeping track of the time and interview guide as suggested 
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by Eisenhardt (1989). To further increase dependability of the research, the interview guide 

was sent to the interviewees prior to the interview (Bryman & Bell, 2007).  

During the analysis, collected data was compared with extant literature which increases 

external validity in case studies (Riege, 2003; Eisenhardt, 1989). Finally a discussion of the 

methods used was included in the thesis report to increase confidence and credibility in the 

thesis result (Eisenhardt, 1989).  

2.6. Method Discussion 
The scope of the thesis was difficult not to expand. From the empirical and theoretical 

framework, additional views and areas were constantly brought up or identified. To fully 

investigate how SGC plan their activities, use KPIs, use Visual Planning and to design and 

test solutions where not possible to fit into a 20 week time frame. Ideally and retrospectively, 

the thesis should have focused on one of these areas and in order to be able to design and test 

solutions, which would have resulted in robust and well fitted solutions.    

Another time limited factor was the number of interviews conducted. Interviews at external 

companies would have aided the generalization aspect of the thesis. However, an internal 

benchmarking at Scania proved sufficient enough, since the organization is vast and included 

a number of different views and ideas regarding activity planning and Visual Planning. Scania 

is also a mature organization regarding the use of Visual Planning and a lot of knowledge 

about Visual Planning was found inside the organization. Hence, the transferability of the 

suggestions was limited and general improvement suggestions, applicable to other 

departments within Scania Purchasing, where not the main focus of this thesis and therefore 

not taken into account. Additionally, the improvement suggestions would require adaption in 

order to be applicable to other organizations. 

The interview phases were conducted in the good order, from general interviews regarding 

purchasing, to general interviews regarding Visual Planning and finally specific interviews 

regarding Visual Planning in a purchasing context. Since the interview guides where altered 

after each interview and new literature discovered during the interview process, the interviews 

were consequently narrowed down and better adapted for the later, specific interviews. This 

resulted however in one interview guide for each interview, but the main questions and the 

overall structure were unaltered, thus the changes were only minor.  

Transcribing the interviews and coding the sections according to predetermined clusters 

proved to be valuable and successful. Since case studies have been questioned to be more 

subjective than quantitative research transcribing and coding the interviews meant that all 

statements were made from interviewees and all statements regarding a cluster were grouped 

and mentioned in the result, thus resulting in an objective presentation of the empirical 

framework.  

Another workshop with the purchasers at SGC would have been good, to further validate the 

proposal in another iteration. However, the workshop held was successful where the proposed 

solutions were validated by the SGC group and question marks or other important factors 

were identified.   

The paper, i.e. pre-study for this thesis, also contributes with an alternative way of executing 

master theses. Since the paper included theoretical studies and practical experience, the 

amount of knowledge and experience already gained prior to the thesis, was higher compared 

to other students. This approach meant that the research begun on earlier, thus hopefully 

resulting in more in-depth and better executed proposals, with better theoretical expertise.   
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3. Theoretical Framework 
The theoretical framework is organized from general theory (regarding Lean and purchasing) 

to more specific literature regarding Visual Planning at Scania Purchasing, see Figure 6. 

 

 

Figure 6. Targeting of the theoretical framework 

Visual Planning has its roots in Lean, thus it is impossible to not review Lean theory when 

conducting research on the topic of planning and visualization. To be able to gain a deeper 

understanding of the research topic and the case organization, the Lean literature had to be 

reviewed. 

Lean was created in Toyota‟s production facilities in Japan after the Second World War. At 

the time Toyota had little resources (e.g. raw material, technology, and funds) and had to 

optimize the use of these resources effectively and only produce what the customers wanted 

in order to survive. Toyota focused on doing the right thing in the right way and Toyota 

Production System (TPS) was born. (Modig & Åhlström, 2011; Liker J. , 2004) 

Lean is an organizational strategy that includes the organizations core value. The 

organizational strategy defines how the organization will deliver value to the customer 

(Modig & Åhlström, 2011). The organizational strategy can be realized by five main 

principles summarized by Womack and Jones (2003): 

 Specify value: Value should be expressed in terms of a specific product delivered at a 

specific time to the end customer. 

 Identify value streams: The value stream for each product should be identified and 

waste should be eliminated along the value stream. 

 Make value flow: Make the value flow through the value stream steps. 

 Let the customer pull value: Only the things that the customer wants should be 

produced. The value should be pulled out of the value stream rather than pushed on 

the end customer. 

 Pursue perfection: Strive towards perfection and continuously eliminate waste. 

Lean 

Purchasing 

Planning 

KPIs 

Visual Planning 

Visual Planning at Scania Purchasing 
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These principles can be reached by using methods which often incorporate several tools or 

activities to be used or performed in a certain order to realize the main principles (Modig & 

Åhlström, 2011). The methods, such as standardized processes and visual planning, strives 

towards creating a visual environment where deviations can be detected easily and a right way 

of working to do the right thing at the right time (Modig & Åhlström, 2011). Through 

incremental and continuous improvements called Kaizen events, waste can be eliminated and 

perfection can be pursued (Womack & Jones, 2003; Keyte & Locher, 2008).  

As the fifth principle by Womack and Jones (1996) shows that continuous improvements are 

a key concept in Lean. The symbol for continuous improvements is the Plan-Do-Check-Act 

(PDCA) cycle (Bergman & Klefsjö, 2002) introduced by Dr Deming during the 1950s as a 

more scientific approach to improvement work (Bergman & Klefsjö, 2012; Bicheno & 

Holweg, 2009). The PDCA cycle shows similarities with the Lean principle of first defining 

the current state and thereafter defining the desired future state (Womack & Jones, 2003; 

Bicheno & Holweg, 2009). The four steps of the PDCA cycle are described below: 

 Plan: Identify problems/parameters and find causes to the identified 

problem/parameters and plan how to solve these problems/parameters 

 Do: Collect data and take actions.  

 Check: Re-check the collected data and control if the actions taken have solved the 

identified problems 

 Act: Learn from the cycle to avoid the identified problems next time and iterate the 

cycle again if necessary. (Bergman & Klefsjö, 2002; Bicheno & Holweg, 2009) 

The PDCA cycle is the main problem solving and continuous improvement method used at 

Toyota (Kennedy, Harmon, & Minnock, 2008) and the method is commonly used in many 

Lean organizations on various levels, from strategic policy deployment down to small process 

changes (Bicheno & Holweg, 2009). 

Lean is however a very ambiguous concept due to the various descriptions in literature. In 

popular research the term Lean is synonymous with everything good, and thus promotes the 

notion that everything good is Lean. Organizations that adopt Lean philosophy and principles 

have to think and decide why they want to adopt. (Modig & Åhlström, 2011). 

Lean principles have spread to various functional areas outside production in many 

organizations today. The most renowned application of Lean principles outside the 

manufacturing environment is on the product development process, where Lean methods and 

tools have been adapted to fit the needs of the product development process (Morgan & Liker, 

2006). Lean in Supply Chain Management focuses on reducing inventory, reducing cost, and 

developing supplier relationships (Monczka, Handfield, Giunipero, & Patterson, 2011; Keyte 

& Locher, 2008; Larsson, 2008). Furthermore, Lean Administration concern Lean in office 

work and administrative tasks where the value is the flow of information and non-value 

adding work that don‟t create value for the customer is reduced (Keyte & Locher, 2008; 

Larsson, 2008). The Lean principles have also been adopted in finance (Larsson, 2008) and 

human resources (Higgins, 2007) to name a few.  

Furthermore the Lean principles have been adopted outside the automotive market with 

success (Maylor, 2010; Hines, Found, Griffiths, & Harrison, 2011; Staats, Brunner, & Upton, 

2011). Reducing waste and non-value added activities can be applied in any field or area and 

focusing on the customer is also relevant to every function in an organization. The principles 

are therefore easily interpreted and can easily be adopted everywhere.  

Common in all functions and organizations that embraces Lean principles is to reduce waste 

(Ward, 2007; Keyte & Locher, 2008). Waste in the traditional Lean context are divided into 
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seven categories as presented by Womack & Jones (2003), see the left column in Table 6. The 

traditional Lean wastes have later been connected to waste in the context of information 

management and usage (Hicks, 2007), see the right column in Table 6. 

Table 6. Connection between traditional Lean and information waste 

Traditional Lean waste Information waste 

Overproduction Flow excess: relates to time and resources 
needed to cope with excessive information 

Waiting Flow demand: time and resources needed to 
identify the information that need to flow 

Extra processing Failure demand: resources and activities 
needed to overcome lack of information. 

Defects Flawed flow: resources and activities needed 
to correct or verify information or time spent 
on in appropriate activities based on false 
information. 

Transport Mass electronic communication: time spent on 
determining if the pushed information is 
relevant and offers any value. 

Inventory Legacy databases and file archives: build-up 
of archive of legacy information and thus 
making relevant information harder to find. 

Motion Gatekeepers/single seat licenses: 
dependency on gatekeepers or particular 
workstation for particular information and thus 
creating unnecessary motion between 
sources of information. 

 

Hicks (2007) apply the Lean thinking from the manufacturing context on information 

management and usage which are two key elements of knowledge intensive work. Staats et al. 

(2011) have shown that the principles from the Lean production system can be applied to 

knowledge work to reduce waste and improve the flow of value. On this topic Ward (2007) 

states that waste in knowledge may occur due to mainly three reasons; scatter, hand-off and 

wishful thinking. More specifically, each of these three reasons can be divided into two sub 

reasons. Scatter can be divided into communication barriers and poor tools, hand-off divided 

into useless information and waiting and finally wishful thinking is divided into testing to 

specifications and discarded knowledge (Ward, 2007). 

3.1. Purchasing 
Since this thesis will answer questions regarding activity planning and follow-up within a 

purchasing organization, initial knowledge about the tasks and processes within such 

organization was needed. 

Purchasing is the functional unit in a company that manages the external resources needed, 

i.e. goods and services, and secures access to these resources under favorable conditions (van 

Weele, 2010; Monczka, Handfield, Giunipero, & Patterson, 2011). The purchasing function 

often works in cross-functional teams to be able to involve specialists and expertise in the 

purchasing process (van Weele, 2010). This creates a mutual dependence between the 

different functions in the company, i.e. purchasing department collaborates with production, 
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mechanical designers and marketing department on a regular basis. Strategies and plans are 

developed within these cross-functional teams (ibid). 

The purchasing function has therefore an important role in a company‟s Supply Chain
2
, which 

can be seen in the objectives of the purchasing function. These objectives are to: 

- Continuously supply goods, services etc. 

- Manage the sourcing process efficiently and effectively 

- Select, develop and maintain supply base 

- Develop goals with internal stakeholders 

- Develop strategies that support the objectives and goals of the organization. 

(Monczka, Handfield, Giunipero, & Patterson, 2011, pp. 42-44) 

Consequently, the main activities of a purchasing function include:  

- decide what should be bought and how much 

- select the best suited suppliers 

- negotiate with them 

- placing and handling orders 

- follow-up on orders 

- evaluate the supplier process. (van Weele, 2010, p. 8) 

These purchasing activities can also be described in different situations and according to van 

Weele (2010) there are three situations that are the most common in purchasing functions; the 

new task situation (buy a new product from a new supplier), modified re-buy (change supplier 

for existing product) and straight re-buy (new order from known supplier of a existing 

product) (van Weele, 2010, p. 31).  

After placing an order to a supplier there may occur problems at the time of delivery such as 

quality issues or delivery problems. This may be due to either careless selection or lack of 

evaluation of suppliers allowing these problems to occur time after time (van Weele, 2010). 

As a result of these unexpected events, it is difficult for purchasers to plan their activities or to 

give accurate time estimations of their tasks. Therefore, one major bottleneck and problem in 

purchasing is poor administrative processes (van Weele, 2010, p. 47). A process is defined “as 

a conjoining set of activities that are repeated in time” (Bergman & Klefsjö, 2002, p. 38).  

In order to help purchasers work more standardized, processes has been developed The 

purchasing process described in the book Purchasing and Supply Chain Management consists 

of six steps (van Weele, 2010, pp. 28-30), see Figure 7. 

                                                 
2
 “A set of three or more organizations linked directly by one or more of the upstream or downstream flows of 

products, services, finances and information from a source to a customer” (Monczka, Handfield, Giunipero, & 

Patterson, 2011, p. 12). 
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Figure 7. Purchasing process (van Weele, 2010, p. 29) 

3.2. Planning 
During the initial research for this case study it was revealed that more theory regarding 

planning needed to be reviewed. Since the work at a purchasing department consists of many 

parallel purchasing projects and procurement activities, more theory about best practice 

project and activity planning methods within different areas was reviewed. 

In project and purchasing planning literature it is stated that a plan is a detailed scheme or 

method for achieving an objective or predefined desired output. Furthermore, the term 

planning refers to the actual creation and maintenance of a plan and involves identification 

and timing of tasks and milestones as well as budgeting and allocation of resources (Monczka, 

Handfield, Giunipero, & Patterson, 2011; Maylor, 2010). 

There are many reasons to plan and schedule activities. Plans facilitate communication and 

understanding among team members and managers (Eckert & Clarkson, 2004; Maylor, 2010). 

Furthermore, planning can optimize the project process and prevent future problems (Maylor, 

2010). 

Eckert and Clarkson (2010) state that there are mainly three types of plans; prescriptive plans, 

goal and monitoring plans, and recording plans. These three types are further described 

below: 

 Prescriptive plans: Shows what should be done and how to do it. These plans are 

specific, forward looking and are used to order and time tasks. 

 Goal and monitoring plans: Result and time-oriented. Shows what should be delivered 

at what time rather than how to achieve it. 

 Recording plans: Shows a retrospective of tasks in order to capture what actually has 

happened. (Eckert & Clarkson, 2010) 

Within an organization there may exist many different plans for different purposes, and with 

various level of detail, that are correlated (Eckert & Clarkson, 2010; Hans, Herroelen, Leus, & 

Wulling, 2007). Hans et al. (2007) introduced three levels of planning which differ in types of 

objectives and decisions as well as planning frequency and horizon. The three levels are 

strategic, tactical and operational level where the strategic level is the highest level of 

planning, the tactical level convert strategy into a high level activity as well as project 

planning with milestones and due dates and the lowest level in the hierarchy is the operational 



 

24 

level which focuses more on the day-to-day tasks. (Hans, Herroelen, Leus, & Wulling, 2007), 

see Figure 8. 

 

Figure 8. Hierarchical framework of project planning levels (Hans, Herroelen, Leus, & 

Wulling, 2007, p. 570) 

Traditionally there has been a weak link between the organizational strategy and project 

strategy i.e. the tactical level and thus resulting in lack of coordination between projects 

(Maylor, 2010). This will result in a variety of different plans on different levels and for 

different purposes that make it hard to see how the different plans affect one another and what 

task dependencies is present (Eckert & Clarkson, 2010). This will ultimately result in 

competition of resources between different activities and projects (Dumond & Mabert, 1988; 

Maylor, 2010). Furthermore, individual activities on the operational level are very difficult to 

plan accurately because day-to-day activities (e.g. meetings, e-mail conversations) intervene 

and most activity plans are only short-term and ad-hoc (Eckert & Clarkson, 2010). 

Instead there should be a strong link between the activities on the operational level and the 

organizational strategy expressed on the strategic level (Maylor, 2010). This can be achieved 

by using a strategic approach in project planning (Maylor, 2010) such as the policy 

deployment method Hoshin Kanri (Liker & Morgan, 2006). The Hoshin Kanri method is 

usually deployed annually to align the short-term activities in the whole organization with the 

organizations long-term goals and objectives (Liker & Morgan, 2006). With Hoshin Kanri the 

higher levels in the organization points out the direction and the lower levels decides how it 

should be achieved (Bicheno & Holweg, 2009), thus securing that the plans on the different 

levels are aligned and have the right level of detail in the planning. The Hoshin Kanri method 

can be seen as an application of the PDCA cycle on the organizational level beginning with 

the act stage (Bicheno & Holweg, 2009; Asan & Tanyas, 2007). PDCA in this context goes 

under the acronym FAIR which stands for Focus (act), Alignment (plan), Integration (do) and 

Review (check) (Asan & Tanyas, 2007). 

Closely related to a plan is a schedule that is more time-oriented than the plan. According to 

Maylor (2010), scheduling refers to knowing when activities in the plan need to be carried 

out. More specifically, scheduling is to convert the plan into actual dates when the activities 

should be carried out (Eckert & Clarkson, 2010). However, providing good time estimates of 

tasks is very difficult and the accuracy of time estimates varies between individuals (Eckert & 
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Clarkson, 2010). Earlier research states that one big issue with scheduling of plans is to create 

good estimates of due dates and milestones (Yang & Sum, 1997). 

Good process planning and scheduling requires both technical and organizational knowledge 

and the ability to provide accurate time estimates is correlated with working experience of 

similar tasks (Eckert & Clarkson, 2010). This means that the planner needs to have both 

specific knowledge about the activities that needs to be undertaken to understand the 

correlation between them as well as have an understanding of the actual capabilities of the 

organization e.g. resources available, organizational knowledge and standard processes. 

Planning is a difficult process and there are many problems associated with plans. Hence, 

much effort by academics has been put into creating a model for creating accurate estimates 

from project data (Dumond & Mabert, 1988; Yang & Sum, 1997). The models for due date 

estimating relies on different techniques to determine dependencies between tasks as well as 

their relative priority to assign due dates of projects in a multiproject environment with 

limited resources (Yang & Sum, 1997). 

Furthermore, there are several tools and methods to help planning and scheduling of activities. 

Common tools and methods include Gantt charts, Work Breakdown Structure, Critical Path 

Method/Program Evaluation Review Technique (CRT/PERT) (Maylor, 2010; Monczka, 

Handfield, Giunipero, & Patterson, 2011; Eckert & Clarkson, 2010). Common for all these 

methods is that they seek to sort out the dependencies between tasks to determine in what 

order and when tasks need to performed to achieve the desired end result. While the 

dependency may be expressed using one of these methods, little is said about exactly how 

they are dependent (Eckert & Clarkson, 2010) and the methods creates knowledge waste since 

the dependency express hand-over of responsibility rather than exchange or usage of 

knowledge (Ward, 2007). 

According to Hans et al. (2007) all projects are faced with uncertainty. The level of 

uncertainty for projects will affect the accuracy and level of detail that the project plan will 

have (Maylor, 2010; Collyer & Warren, 2009). Turner and Cochrane (1993) categorize 

project uncertainty based on goal uncertainty and method uncertainty. Their framework of 

project uncertainty includes four different types of projects. Based on what type of uncertainty 

a project has, different approaches in planning and management are needed. The 

categorization are summarized in the Goals-and-Methods matrix, see Figure 9. 



 

26 

 

Figure 9. Goals-and-Methods matrix (Turner & Cochrane, 1993, p. 95) 

Using a standardized project model for all types of projects has its advantages when it comes 

to organizational learning, project evaluation and comparison as well as project portfolio 

management (Payne & Turner, 1999). However, Payne and Turner (1999) have shown in their 

research that tailoring methods and processes on lower tactical level to cope with different 

types of uncertainty while keeping the standardized model on the integrative and strategic 

level have increased the chances of project success while keeping the advantages of the 

standardized project model. There are different approaches for planning projects under 

uncertainty and the approach recommended depends on the degree of goal and/or method 

uncertainty (Maylor, 2010; Turner & Cochrane, 1993; Payne & Turner, 1999). 

The first approach is to claim that everything is known, i.e. both goals and methods are well 

defined, and thus everything from start to finish should be planned in detail (Maylor, 2010; 

Payne & Turner, 1999). This is also known as railroad planning and is suitable for projects 

that are very structured and predictable (Oosterwal, 2010). This approach is suitable for type 1 

projects in the Goals-and-Methods matrix when the project undertaken contains a high level 

of activities that the organization done before with success. However, when this approach is 

used the planner needs to consider whether all information that are claimed to be known really 

are true or if the uncertainty if the project uncertainty is understated to make the planning 

more credible (Maylor, 2010). If this approach is used for other type of projects the 

probability of project failure will increase (Payne & Turner, 1999) or create an optimism bias 

(Maylor, 2010). This type of planning doesn‟t cope with change well (Oosterwal, 2010). 

The second approach is to acknowledge that nothing is known which corresponds to coping 

with type 4 projects in the Goals-and-Methods matrix, i.e. neither goals nor methods are well 

defined in the beginning of the project (Maylor, 2010; Payne & Turner, 1999; Turner & 

Cochrane, 1993). This is also known as combat planning which recognizes the notion that 

plans are only valid until they are used (Oosterwal, 2010). The common way to handle these 

projects are through „wishful thinking‟, that is to just set up some milestones and delivery 

dates and hope that these are met (Maylor, 2010). There is no consistent way to handle this 

kind of projects and each project that falls into this category need to be handled case-by-case 

(Payne & Turner, 1999). Since this kind of projects involves a lot of risk for project failure 
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(Turner & Cochrane, 1993) as well as variability and/or complexity (Hans, Herroelen, Leus, 

& Wulling, 2007), the project‟s success or failure are highly dependent on a high degree of 

continuous planning, control and follow-up that can handle the variability and complexity 

throughout the project to balance the uncertainty (Hans, Herroelen, Leus, & Wulling, 2007). 

The key for success in this kind of projects is to create cadence and flow in the project 

through the usage of milestone events that should never be missed (Oosterwal, 2010). 

The third approach, which is a combination of the two previous approaches, deals with type 2 

and 3 projects. Whether it is goal or method uncertainty it is supposed that the nearer the in 

time, the more we know about it (Maylor, 2010; Payne & Turner, 1999). The approach that is 

derived from this assumption is referred to as the rolling wave method. In the beginning of the 

planning process with this approach, the plan is on a higher level with rough estimates of 

time, cost and resources and where only a few milestones are scheduled (Eckert & Clarkson, 

2010). The difference between the milestones in type 2 and 3 projects is that the milestones 

should be result-based in type 2 projects and process-based in type 3 projects (Payne & 

Turner, 1999). The creation of an overview plan exposes fundamental faults with the plan 

before time has been wasted on creating a detailed plan (Maylor, 2010).  A more detailed plan 

should only be made on a fairly short-term basis since the activities that needs to be 

undertaken and their sequence will depend on decisions made during the project (Eckert & 

Clarkson, 2010; Maylor, 2010). 

While there may be many reasons, such as increased chance of project success, to apply the 

proper planning approach and produce accurate time estimates (Hans, Herroelen, Leus, & 

Wulling, 2007), the opposite is in many cases rewarded. An employee who makes a bad plan 

or time estimate but manage to solve this with a fire-fighting schedule is more rewarded than 

the employee who make a good plan or time estimate from the beginning and thus avoid the 

resource consuming fire-fighting (Eckert & Clarkson, 2010). Womack and Jones (2003) also 

present a situation where employees are reluctant to adopt a standardized way of working 

because of the fun in the challenge of fire-fighting. 

Modig and Åhlström (2011) present the correlation between variability, resource utilization 

and flow time. Increasing variability will result in an increased flow time and this is true for 

any process. The increase in flow time due to increased variability will be larger with higher 

degrees of resource utilization. (Modig & Åhlström, 2011) This implies that to keep the pre-

defined flow time, either slack time to cope with eventual variability needs to be introduced or 

extra resources, referred to as help chains or Andon, need to be added to handle the variability 

(Oosterwal, 2010; Modig & Åhlström, 2011).  

3.3. Performance Measurements and Follow-Up 
Most organizations today use some form of performance metric or organizational 

measurement often recalled as Key Performance Indicator (KPI). Hence, performance 

measurement needs to be considered when compiling the theoretical framework. 

Organizations use performance measurements, henceforth referred to as KPIs, to monitor the 

progress towards pre-defined goals. KPIs are key to managing any process and enable a more 

objective follow-up on projects (Bashir & Thomson, 1999; Bhagwat & Sharma, 2007) and the 

purchasing environment is no different. van Weele (2010) states that evaluation of the 

purchasing performance will lead to better decision-making and detection of deviances from 

planned results in a constructive way. Bhagwat and Sharma (2007) further state in accordance 

with Bashir & Thomson (1999) and van Weele (2010) that performance measurement is a key 

element in both effective planning and control as well as decision making. 
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According to Kaplan and Norton (1992), KPIs have traditionally focused on the financial 

aspect of the organization such as return-of-investment, earnings-per-share, cash flow, market 

share etc. However, only measuring financial performance of an organization was heavily 

criticized by many managers and researchers because they only show actions already taken 

retrospectively and does not show future performance (Maltz, Shenhar, & Reilly, 2003). 

When it comes to KPIs, they state that: “what you measure is what you get” (Kaplan & 

Norton, 1992, p. 71). This means that performance measurements should be chosen with care 

to assist the organization to monitor their performance and be able to act on them to make 

appropriate decisions and take corrective actions. Organizations should have metrics that are 

both easy to manage and understand to avoid waste (Hines, Found, Griffiths, & Harrison, 

2011). 

This notion leads to organizations also measuring operational (non-financial) measurements. 

These measures include customer satisfaction, lead-time and defect-rates. This framework 

called the Balanced Scorecard was introduced by Kaplan & Norton (1992), which showed 

how organizations should design performance measurements in four categories representing 

different perspectives; financial perspective, customer perspective, learning and growth 

perspective and internal business perspective (Kaplan & Norton, 1996). 

Even though the framework was adopted by many organizations and hailed as an important 

managerial idea, it has later on been criticized. One aspect not explained in the Balanced 

Scorecard is how it can be applied to team-based organizations (Meyer C. , 1994). Also, it is 

unclear of how the right measures could be established, which could be a problem (Meyer M. 

W., 2002). Furthermore, the Balanced Scorecard should include another dimension called 

“people development” to address the importance of human resources for company success 

(Maltz, Shenhar, & Reilly, 2003). 

Monczka et al. (2011) suggests that measuring performance in purchasing and supply chains 

can support better decision-making and communication as well as provide feedback and 

motivation. This notion is also supported by van Weele (2010). But too much data and wrong 

data can be a problem when measuring performance along with only measuring on a short-

term basis, driving the wrong performance and measuring the wrong things (e.g. measuring 

the number of meetings held) (Monczka, Handfield, Giunipero, & Patterson, 2011). 

According to van Weele (2010), there is a perception in academics that performance 

evaluation of the purchasing department is more difficult than other departments. However, 

the obstacle to collect data to evaluate performance is possible to overcome through the usage 

of advanced business software, so called ERPs (van Weele, 2010). The major problem with 

evaluating purchasing performance is the lack of definition on what purchasing effectiveness 

really is and on what performance standards it should be measured (van Weele, 2010; 

Bhagwat & Sharma, 2007). Financial measures are generally very well developed within 

supply chain management organizations since they are important for external reporting and 

strategic decisions (Bhagwat & Sharma, 2007). However, measurements for the non-financial 

dimensions of the Balanced Scorecard when applied on the supply chain management 

environment usually lack formal structure and the emphasis remain on the financial 

measurements (Bhagwat & Sharma, 2007). 

Given the advantages of KPIs it may be tempting for organizations to introduce yet another 

KPI to ensure that all dimensions that need monitoring are captured. Researchers has 

struggled with the issue of which performance measurement should be used to measure 

organizational success (Maltz, Shenhar, & Reilly, 2003) and has no consistent answer on how 

many measurements are appropriate to capture all dimensions (Meyer C. , 1994; Meyer M. 

W., 2002). Too many measurements simply result in information and administration overload 
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rather than supporting decision-making and further actions (Meyer C. , 1994; Kaplan & 

Norton, 1992). The Balanced Scorecard has reduced the number of measurements needed 

(Kaplan & Norton, 1992). Whatever framework used to capture and measure all dimensions, 

it is important not to have too many measurements. Some researchers suggest that 15 

measurements are the maximum number of measurements (Meyer C. , 1994) while others 

state that a maximum of six measurements, three financial and three non-financial 

measurements, are suitable (Meyer M. W., 2002). Performance measurements can be better 

by using few good metrics rather than keep adding new measurements upon request (Bhagwat 

& Sharma, 2007). 

Cai et al. (2009) discusses the issue that KPIs are correlated. Their dependency can be divided 

into three categories; parallel, sequential and coupled (Cai, Liu, Xiao, & Liu, 2009). In the 

case of parallel KPIs, they are independent of each other. The sequential dependency means 

that efforts for one KPI may result in a drawback for the other. In a Balanced Scorecard there 

may exists such sequential KPIs and the idea is that this helps an organization to see what 

effect their efforts in one area may have on other areas (Kaplan & Norton, 1992). The last 

category of dependency suggested by Cai et al. (2009), coupled dependency, means that a 

positive change in one KPI have positive effect on another KPI as well. 

KPIs are used to make a strategy goal measurable and tangible. This guides the organization 

to plan the actions or activities in order to achieve the KPI target. Hence, the plan that 

describes the activities needed in order to achieve the targets is called a strategy (Bergman & 

Klefsjö, 2002). The process of letting the organization define their own activities and KPIs on 

a lower level to fulfill the strategic goals of the whole organizations can be linked to the 

Hoshin Kanri (Bicheno & Holweg, 2009). Furthermore, “when a group of people builds a 

measurement system, it also builds a team.” (Meyer C. , 1994, p. 102). Creating involvement 

in the definition of activities and KPIs is the preferred approach according to the “good cycle 

(of correlation between effects and participation)” by Bergman and Klefsjö (2012) since it 

will encourage employees to take responsibilities and creates participation and thus better 

performing employees. A command and control system will simply de-motivate the 

employees and thus resulting in even more command and control in a vicious cycle (Bergman 

& Klefsjö, 2012). 

While the Balanced Scorecard provides a structured framework for performance measurement 

it lacks in its definition of how the targets should be achieved. Furthermore, the more process 

oriented Hoshin Kanri method struggles with finding vital few objectives for a successful 

deployment of the method. By combining these two methods their respective drawbacks can 

be compensated by each other (Asan & Tanyas, 2007). There should be a clear distinction on 

KPIs on the strategic, tactical and operational level (Bhagwat & Sharma, 2007) in accordance 

with the relative differences on focus and level of detail on the planning on these levels (Hans, 

Herroelen, Leus, & Wulling, 2007). 

KPIs also play a key role in providing information if teams are ahead or behind plans, 

achieving goals or objectives and KPIs make things visible and they provide information on 

both group and individual performance (van Weele, 2010). While KPIs visualize progress 

towards predefined long-term strategic goals or desired improvements it is also necessary to 

perform regular follow-ups on both long and short-term basis to secure improvement or 

progress. The PDCA cycle described earlier is one way of towards a structured approach to 

continuous improvements and follow-up (Bicheno & Holweg, 2009). But in order to perform 

follow-up on work, the flow of the work must be visible (Oosterwal, 2010). Hines et al. 

(2011, p.172) suggest “if information is visible in workplace, problems are detected earlier 

and improvements can be made, or monitored, more easily”. This idea is also supported by 

Maylor (2010: 301) who states that “if you can see what is happening you can control it”. 
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Hence, to visualize KPIs and make information visible to the group is ideal. This type of 

visual management strives to make information visual because it is easier to understand and it 

facilitates more immediate action that is the idea behind the Visual Planning method (Hines, 

Found, Griffiths, & Harrison, 2011; Kattman, Corbin, Moore, & Walsh, 2012). 

3.4. Visual Planning 
Lean methods such as pulse meetings and visualization, i.e. Visual Planning, are highly useful 

tools (Gremyr & Fouquet, 2012; Masciletti, 2007). Gremyr and Fouquet (2012) found that 

teams and managers see advantages with pulse meetings and visualization, because they “gain 

more insight into project work” (Gremyr & Fouquet, 2012, p. 53). However, Visual Planning 

methods are more widely spread in production environments than office environments since 

the connection between visual indicators and improved performance is unnoticed (Kattman, 

Corbin, Moore, & Walsh, 2012). 

Ward (2007) stated that “seeing is important, because half of your brain is devoted to 

processing visual information. You understand better visually” (Ward, 2007, p. 40). Visual 

Planning is therefore a good method to visualize the work done by the team and helping them 

to see current state of the process and the progress of each task since it fosters process 

transparency (Parry & Turner, 2006). This notion is also confirmed by other authors (Lindlöf 

& Trygg, 2012) who state that visualization is beneficial when it comes to monitoring and 

controlling of tasks on a team level. 

Visual Planning is derived from Toyota Production System which was later passed on to the 

product development process (Morgan & Liker, 2006). Project management at Toyota use 

Oobeya (translated to big open office or big room) where cross-functional communication is 

facilitated when employees involved in planning meet in a room, where visual plans are put 

up on the walls, and plan future project tasks (Morgan & Liker, 2006; Söderberg, 2012; 

Kennedy, Harmon, & Minnock, 2008). Visual management (i.e. Visual Planning) is a part of 

the Oobeya process (Oosterwal, 2010; Kennedy, Harmon, & Minnock, 2008). Thus, Visual 

Planning and Oobeya in general, facilitates cross-functional face-to-face communication 

(Lindlöf & Söderberg, 2011; Oosterwal, 2010; Kennedy, Harmon, & Minnock, 2008), which 

is heavily linked with increased profit and better product quality (Ulrich & Eppinger, 2000). 

Visual Planning consists of two components; the Visual Planning board and the short, 

frequent meetings in front of the board. The board can be organized in many different ways, 

but most commonly the board has a matrix structure with each individual corresponding to a 

single row and the columns corresponding to time units. The resolution of the time units is 

higher on a short-term basis and decreases on a long-term basis. (Söderberg, 2012; Lindlöf & 

Söderberg, 2011) An alternative to the time unit perspective on the horizontal axis is to have 

the different steps in the process in each column where the activities moves across the board 

as value are added (Parry & Turner, 2006). This approach is possible if the majority of the 

activities undertaken follow a standardized process (Parry & Turner, 2006). An example of a 

visual planning board can be seen in Figure 10, where the different columns represent 

different steps in the process. 
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Figure 10. An example of a Visual Planning board (Parry & Turner, 2006, p. 82) 

Parry and Turner (2006) found in their case studies that relevant KPIs were displayed on 

visual management tools (i.e. Visual Planning), but insisted that these metrics should be 

secondary to the progress process (Parry & Turner, 2006). Similar findings are made by 

Kattman et al. (2012) and Hines et al. (2011). Parry and Turner (2006:83) further state that 

“visual management systems must be kept simple” and thus only information that are relevant 

for managing the process should be displayed.   

The second component of the Visual Planning method is the short and frequent meetings held 

in front of the board (Söderberg, 2012). During the meetings, the managers often follow-up on 

deviations or KPIs and Visual Planning helps to handle deviances, detect problems and 

discuss issues that need attention (Söderberg & Alfredson, 2011; Olausson & Berggren, 

2010). Short and frequent meetings facilitate faster decision-making by creating a forum 

where problems can be identified and solved (Eisenhardt, 1989). These meetings also 

decentralized the decision making process (Greif, 1991). Visual Planning facilitates 

spontaneous discussions during and after meetings, which helps teams to discuss and solve 

problems with or without the involvement of managers (Olausson & Berggren, 2010; 

Söderberg & Alfredson, 2011). The Visual Planning method help managers coordinate 

projects or activities (Lindlöf & Söderberg, 2011) and teams get more involved in an iterative 

planning process (Olausson & Berggren, 2010). Hence, the entire team, including their 

managers, gets an overview of the work done by the team with the Visual Planning method. 

In accordance with the Visual Management triangle (Dennis, 2005) in Figure 11, the 

increased overview by the whole team of the work done will increase the collective 

knowledge and thus the group enables joint efforts in problem solving. Lindlöf & Söderberg 

(2011) further state that the overview that the Visual Planning creates in combination with the 

frequency of the meetings enables the team to coordinate tasks efficiently. 
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Figure 11. Visual Management triangle 

The Visual Planning method presented by Oosterwal (2010) consists of two sides; the 

problem side and the action side. The problem side applies a problem breakdown method 

called Barashi to decompose problem into smaller pieces and specific actions (Oosterwal, 

2010). Barashi can be applied either on the planning process if the combat planning approach 

is used or for breakdown of more specific issues in the daily work. The Barashi method can 

be applied to find the root cause of the problem and ensuring the proper countermeasure 

(Oosterwal, 2010). The relationship between the problem side and the action side is illustrated 

in Figure 12. 

 

Figure 12. The structure of Visual Planning with Barashi (Oosterwal, 2010, p. 223) 

We see 
together 

We act 
together 

We know 
together 
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Visual Planning is a pull system in that sense that information need, i.e. information pull is 

communicated from a downstream activity using the Visual Planning board (Greif, 1991). 

Thus activities are completed upon request from a customer, i.e. a receiver of the created 

information, and pulled through a value-adding stream of activities ensuring that the right 

information is delivered at the right time to the right place (Morgan & Liker, 2006; Ward, 

2007; Womack & Jones, 2003). What this means for Visual Planning boards is that every 

deliverable on the board represents a pull signal, often referred to as Kanban, from a 

downstream activity (Morgan & Liker, 2006; Liker J. , 2004; Greif, 1991). As previously 

stated, the concept of Kanban and Visual Control has its roots in the manufacturing 

environment where the use of visual management also is more widely spread. The comparison 

between the application of visual management in the manufacturing environment and in a 

knowledge intensive environment, described as JIT-Knowledge, is summarized by Oosterwal 

(2010:221) in Table 7. 

Table 7. Comparison between JIT-production and JIT-Knowledge  

 Production Knowledge-worker 

Information Exchange KANBAN 
Visualized Planning 

Progress Management Visual Control 

Loss and Waste  Defects and Repairs  Unsolved Problems 

 Unnecessary Stock  Overdevelopment 

Automation  Production Line 

 Robot 

 Autonomous Attitude 

 Clear Objective/Target 

Driver for Change  Suggestion System 

 PDCA (Plan-Do-Check-
Action) Cycle 

Learning Cycles 

 PDCA Cycle 

 LAMDA cycle 

 

Visual planning helps make information about the current work within the team and the future 

plans available to both managers and the team members in a very visual way (Lindlöf & 

Trygg, 2012). This availability results in increased participation and facilitates the possibility 

to easily make remarks and raise concerns about the plan and help the team prioritize between 

tasks (Olausson & Berggren, 2010). Parry and Turner (2006) also back up the importance of 

transparency of the process and its status. Lindlöf and Söderberg (2011) state that it is not 

exactly clear why the Visual Planning method helps prioritization of tasks. However, they 

further state that it may be because of the visual overview gained by the method (Lindlöf & 

Söderberg, 2011). The use of Visual Planning can save time by using the method to share data 

or for conflict resolution, signoffs and firefighting (Masciletti, 2007). In contrast, Lindlöf and 

Söderberg (2011) identified that the Visual Planning method wasn‟t working quite as good 

when the team had little need of coordination, thus implying that the team that uses Visual 

Planning needs to have either a common goal or tasks that needs coordination. 

Another positive aspect of Visual Planning is to be able to balance work load (Lindlöf & 

Söderberg, 2011). However, Lindlöf & Söderberg (2011:278) states that “leveling of 

workload in the teams is problematic where competences differ”. They further state that 

leveling of activities relies on a due-date focus rather than ongoing activity focus during the 

Visual Planning meetings (Lindlöf & Söderberg, 2011). Womack & Jones (2003) also discuss 

the importance of cross-skilled workers for balancing. They also state that balancing of work 

is highly dependent on standardized working methods (Womack & Jones, 2003). 
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As stated earlier, increased transparency in the status of the process creates several 

advantages. Lately the use of computer software to aid project planning has increased. The 

software tools have the advantage over analogue methods that it can work for teams 

distributed at multiple sites, track causal links between activities and save history of project 

progress (Lindlöf & Söderberg, 2011). While this may be true, the software planning tools 

may result in less communication within the team due to loss of the social factor (Lindlöf & 

Söderberg, 2011). If everyone looks at the plan by their own computers it will result in less 

communication within the team. Alternatively, if the plan are made in a software which only 

the project leader has access to or if only certain people in the team have the knowledge on 

how to interact with the information it will create loss of ownership and control of the data 

amongst the team (Parry & Turner, 2006). Also, knowledge waste is created if the plans are 

made in software that only a few people or workstations have license to (Hicks, 2007). 

Furthermore, due to the ability of computer software to expand the information displayed 

almost infinitely, an information overload may be produced (Parry & Turner, 2006). The 

limitations of the analogue method result in increases the quality and relevance of the 

information presented (ibid). 

In literature, mainly two perceptions of the Visual Planning method are described, either it is 

seen as a way for managers to follow-up and control their employees or it is a coordination 

and communication tool that distributes the leadership among the team members (Söderberg, 

2012; Lindlöf & Söderberg, 2011; Parry & Turner, 2006). Furthermore team members may 

not want to post every detail of their work in front of other to avoid management control or to 

avoid getting blamed if they fail to deliver on time (Söderberg, 2012). If the Visual Planning 

are forced upon the team as a “one-size-fits-all” and they don‟t see the value of the method, it 

may not be used properly (Parry & Turner, 2006). Womack and Jones (2003) also discuss the 

issue that the use of a command and control type of leadership on an empowered team may 

end up in a negative sum situation. The command and control leadership will, according to 

Bergman and Klefsjö (2012), end up in vicious cycle of demotivation and more command and 

control. In order to create a self-sustaining organization, change and responsibility should be 

bottom-up rather than top-down (Womack & Jones, 2003). In the context of Visual Planning, 

this means that team members should be empowered to develop and take ownership of their 

own Visual Planning board (Parry & Turner, 2006). 

3.5. Scania 
Both continuous improvements and standardized way of working is major parts of the Scania 

House, which is Scania‟s adoption of Toyota Production System. The house is called SPS and 

it is developed to highlight the company‟s core values and how they should be achieved, see 

Figure 13. (Scania CV AB, 2007; Bergman & Klefsjö, 2012)  
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Figure 13. The SPS House (Scania CV AB, 2007) 

Scania‟s three core values are: 

 Customer first 

 Respect for the individual 

 Elimination of waste/Quality 

These values represent the foundation of the house and reflect Scania‟s culture (ibid). 

Scania‟s four main principles are: 

 Normal situation 

 Right for me 

 Demand driven 

 Continuous improvements 

The main principles offer guidance to how Scania‟s employees should work and what 

methods they should use. The list of priorities is visualized in the center of the house, where 

safety has the highest priority followed by quality, delivery and cost. (ibid) 

Scania R&D has interpreted the SPS House into a modified version called R&D Factory, 

where standard methods also have a part in it. Another important part of the R&D Factory is 

visualization, see Figure 14. (Scania CV AB, 2012) 
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Figure 14. R&D Factory (Scania CV AB, 2012) 

The values and principles are the same as in the SPS House, but the R&D Factory includes 

methods and tools adapted to a R&D organization (ibid). Examples of such methods and tools 

are standardize methods, visualization and balancing, which all can be related to Visual 

Planning. Scania R&D has implemented a Visual Planning board design, similar to the board 

visualized in Figure 1, in their R&D teams (Granroth & Holmlöv, 2011; Scania CV AB, 

2012).   

Scania Project Planning (SPP) is a framework designed by the Scania Project Office and 

describes how projects should be planned and executed. The SPP-framework promoted the 

use of prescriptive plans which can be designed in four steps; define and understand the 

objective, break down the work activities, sequence the work and schedule the activities in 

relation to lead time and match them to existing calendars. Scania defines a milestone as 

achieving a result or an outcome based on a number of deliveries, i.e. activities needed to be 

carried out before reaching the milestone. (Granroth & Holmlöv, 2011).  

The SPP framework includes tips and tricks for project planning such as: 

 A plan is a living document that means that if deviations occur, the plan must be 

updated continuously in order to achieve to predetermined target 

 Deviances will always occur; hence leaving space in the planning to be able to handle 

these occurrences is wise. (ibid) 

Scania has also identified concerns regarding digital plans, e.g. that it consumes a lot of time 

and it gives people a reason not to meet, which a key strength is acknowledged by Scania. 

Using software such as the Office suite has also been tested at Scania with mixed result. (ibid)  

Previous efforts of establishing Visual Planning at Scania Purchasing included a project for 

implementation of a daily steering methodology. The outcome of the project was guidelines 

for Visual Planning and possible effects of using Visual Planning. (Scania Purchasing, 2009) 
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3.5.1. Scania Purchasing 
Four different categories of purchasers handle purchasing at Scania Purchasing: 

 Project Purchasing: Handles new part introductions 

 Commodity Purchasing: Handles part supplies to production etc. 

 Spare Parts (a special commodity): Handles after sales of parts no longer in production 

 SQA Engineer: Quality engineer who handle quality throughout the parts life cycle 

There are approximately 600 employees at Scania Purchasing, divided into three division; 

Chassis and Cab, Powertrain and Quality, Project & Strategy. SGC belongs to the Axles & 

Gearbox department which is part of the Powertrain division.(Scania AB, 2013b) 

Scania has an own purchasing process which is called Automotive Purchasing Processes and 

it consists of eight steps which are described below; see Figure 15 (Scania AB, 2013c): 

 

Figure 15. Automotive Purchasing Process 

The steps are described in detail below: 

 Initiation: Understand the assignment and commit cross functionally 

 Data collection and analysis: Prepare assignment for sourcing strategy 

 Sourcing strategy: Set sourcing strategy and decide on suppliers to be inquired 

 Bid strategy and method: Prepare RFQ
3
 content and method. Approve negotiation 

strategy and targets 

 RFQ: Distribute inquiry and assess supplier compliance 

 Evaluation and initial negotiation: Evaluate quotations based on total cost, set final 

negotiation target and strategy 

 Final negotiation: Finalize negotiation with selected supplier(s), document negotiation 

results and send nomination letter(s)  

 Implementation: Place order and follow through the assignment implementation. (ibid) 

  

                                                 
3
 Request for Quotation, invitation to suppliers to provide a detailed bid (van Weele, 2010). 

http://inline.scania.com/scripts/cgiip.exe/WService%3Dinline/cm/pub/showdoc.p?docfolderid=31508&docname=Home
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Additionally, Scania Purchasing uses a deviation handling process; see Figure 16 (Scania AB, 

2013d) 

 

Figure 16. Deviation handling process 

The steps are described in detail below: 

 Understand the problem: Collect assignment information and identify the risk, open 

the case 

 Secure short term solution: Secure short term solution for continues production  

 Find root cause: Evaluate and analyze supplier root cause analyze 

 Verify standard working method: Standard working methods are verified 

 Secure long term solution: Set long term corrective action plan for root cause 

 Implement and follow up long term solution: Long term corrective action is secured 

and cased closed. (ibid) 
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4. Empirical Framework 
This chapter presents the empirical result from the collected data, in this case from interviews 

and observations. The empirical framework is divided into four parts; purchasing, planning, 

KPIs and follow-up and Visual Planning.       

4.1. Purchasing 
At Scania Purchasing, the organization consists of groups and so called three-rings. A three-

ring is a group consisting of a project purchaser, commodity purchaser and a SQA (Supplier 

Quality Assurance) engineer, whom share suppliers and purchased goods (for example casting 

article, interior articles).   

Project purchasers work closely with R&D, mainly with new part introduction projects. The 

parts are then handed over to the commodity purchaser and then to the spare part purchasers 

(which is also called a commodity, but differs a bit from the other commodities). The SQA 

engineer overviews the entire life cycles of the parts purchased at Scania Purchasing. 

All commodity purchasers at Scania Purchasing have commercial activities that hopefully will 

result in cost savings. These cost savings are measured in cost per truck, and the goal is to cut 

costs. Project purchasers at Scania Purchasing deliver activities against deadlines, in for 

example part introductions. 

Common activities for purchasers at Scania Purchasing also include building and maintaining 

supplier relationships, handling deviances and design changes as well as doing a lot of 

administrative work and attending meetings. This means that commodity purchasers at Scania 

Purchasing spend approximately 20 % of their work time on commercial activities and 80 % 

of their work time on other activities, according to three purchasers. However, this is an 

individual estimation and this does not mean that all of the 80 % is waste since many 

activities can lead to future cost savings.   

However, purchasers at the spare parts group SGC differ from other purchasing commodities. 

In general term, purchasers at SGC handle a greater number of suppliers and articles per 

purchaser, with smaller volumes. One purchaser at SGC explained that this means that 

purchasers at SGC can‟t visit suppliers as often as other purchaser, and they don‟t develop as 

in-depth relationship as other purchasers may do. Spare parts must also be supplied at least 15 

years after production has stopped according to Scania‟s guidelines, which means that a lot of 

spare parts belong to old truck models. 

Cost can for example be saved by changing suppliers or collaborate with current supplier to 

optimize their production. The cost cutting activities can be initiated by the purchaser 

themselves or by other parties within the organization.  

4.1.1. Processes 
The Scania Automotive Purchasing Process (AP process) is a general process, explaining all 

steps of a purchasing process from initiating activities to mapping out a bidding strategy and 

finally placing the order. The general perception of the AP process is that is good, but too 

general and no one work after it step by step, according to three purchasers. The process is 

mostly used as support, where purchasers can find help if they got stuck or not remembering 

the next step. If the process was to be used strictly and all activities planned according to the 

process, it would result in a lot of administrative work.  

However, the AP process is useful for new employees in helping them to understand how 

purchasing at Scania Purchasing is supposed to be carried out according to a purchaser. But 

the common perception is that after a while the gained experience comes first and the 

processes become secondary. 
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A problem identified by one purchaser at SGC, was that the AP process is too general and 

don‟t reflect how spare part purchasers work. All activities at SGC are considered as unique, 

and a general process can‟t help them in their work. As the purchaser at SGC explained that 

there is no spare parts process, which fits how the way they work. 

4.1.2. Deviances and Problem Solving at Purchasing 
Deviances occur on a daily basis at Scania Purchasing and therefore considered as standard 

work according to a purchaser. There are a number of different deviances occurring, brought 

up by the interviewed purchasers, but commonly deviances at Scania Purchasing include 

internal factors such as late changes or late internal deliveries (e.g. late or missing drawings 

from engineers at R&D or no change approval from the marketing function). External factors 

also cause deviances, for example supplier claims, contract related issues, supplier related 

problems (delivery, quality, Scania‟s tools at supplier breaks) or field quality issues that needs 

to be solved immediately. Furthermore, one purchaser found it difficult to find the right 

information quickly due to the complex IT-system.  Finally own mistakes such as 

underestimating the time it takes to finalize activities, can cause deviances.  

Deviances occur almost randomly and they require the purchaser‟s immediate attention. 

Deviances disturb the daily work of purchasers and leads to handling multiple activities at 

once. A purchaser stated that without disturbances, he could concentrate and work better on 

his commercial activities, due to shorter time spent on familiarizing with the activities.  

It is difficult to work pro-actively with deviances (in order to avoid them), according to one 

purchaser. However, it is possible as a purchaser stated that one way of working pro-actively 

with deviances is to keep track of the status of Scania‟s equipment at suppliers. Another way 

of working pro-actively with deviations is to keep logs of deviances and use these logs as 

leverage in negotiations with suppliers. 

Difficult deviances that can‟t be solved by the purchaser should be reported as early as 

possible to be able to solve them before they grow and become even more difficult to solve, 

according to a purchaser. An external interviewee agrees with this notion and stated that it is 

important to bring up problems as early as possible. One way of reporting problems is to bring 

up worrying activities for the coming week, in order for the group and manager to know in 

time. However, one purchaser stated that purchasers generally take responsibility for issues 

that maybe other functions should handle. 

However, risks need to be assessed and solution thought out before reporting the problems to 

manager. At Scania R&D, escalated problems are met with five questions from the manager: 

1. What‟s the problem? 

2. What have you done yourself? 

3. What are the alternatives? 

4. What are the consequences of the alternatives? 

5. Which decision/help do you want? 

These five questions help finding the root cause of the problems and these questions enable 

attempts to solve the problems on the lowest level possible before escalating the problems to 

the managers. Furthermore, all employees at Scania R&D utilizes a meeting free hour in the 

morning called Real Time Management (RTM), where problems can be identified, escalated 

if necessary and hopefully solved as quickly as possible. It is impossible to predict problems, 

but the mindset should be solution oriented rather than problem identifying, a business 

developer at Scania R&D explained.  
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RTM provides an escalation path from the bottom of the organization to top management, 

which is important to have clearly stated within the organization and is something that works 

well at Scania R&D as well as in Scania Production. The meeting free hour was also tested at 

Scania Purchasing, but it did not have any large impact and in the end the purchasers saw no 

need for it.    

Problems should be escalated to the manager when employees are stuck or getting no 

response according to a purchaser at Scania Purchasing. In order words, if you have done 

everything and can‟t get further, then problems should be escalated, the purchaser added. A 

SPS Manager stated that escalation is about prioritizing, when deviances cause scheduling 

conflicts, and providing advices on how to get forward. 

Additionally, it is important to receive feedback on escalated problems. If the person 

escalating problems don‟t get a response or feedback from manager, they won‟t bring up 

another problem the next time. At SGC, one purchaser found it difficult to know what should 

be solved by the purchaser and what should be escalated to the manager. At Scania 

Purchasing, deviances have higher priority than commercial activities according to two 

purchasers. If severe deviances occur in production, the purchasers need to act as quickly as 

possible before they grow too large, one of the purchasers added. 

4.2. Planning 
At SGC, planning of activities depends on the complexity as well as the size of activity, one 

purchaser stated, who added that small activities are therefore not planned, because it takes 

too much time due to all administrative work associated with activity planning. Larger 

activities, planned by the purchasers themselves, are planned in Excel sheets, activity lists, in 

Outlook calendars, in the PPR sheets or in project templates. In some cases other parties may 

do the planning externally. 

One purchaser stated that it is difficult to plan your work when you have many suppliers, 

which is the case for purchasers at SGC. But, there are ways of improving own planning 

skills. For example old cases with suppliers can be used to plan future cases with them or 

purchasers can benchmark activities against similar activities, leading to better time estimates 

and understanding of the activities. One interviewee stated that they plan activities daily, and 

another interviewee stated that plans are planned continuously. Furthermore, short-term plans 

are planned more often than long-term plans. Another interviewee stated that plans are often 

met with positivism in the beginning, but when the plans meet day-to-day work, the plans are 

difficult to realize due to scheduling conflicts. Another factor regarding plans was highlighted 

by an interviewee whom stated that it is important to invite all functions in the planning 

process and ask them specifically what they need and then plan accordingly rather than doing 

own estimations. Additionally, a purchaser at Scania Purchasing wished that the activities on 

the Visual Planning board could be better connected to an overall strategy, and be specific 

what the strategy mean for you and your activities. 

A business developer at Scania R&D explained that follow-up should be active, i.e. by 

looking forward on future matters, and not passive follow-up by looking backwards. At 

Scania Purchasing, follow-up of the status of the activities, problems and deliverables on both 

individual and group level, are done by the purchasers themselves as well as by the managers. 

At SGC and other purchasing commodities, the PPR-sheet is followed up quarterly in an 

individual meeting between the purchasers and their manager. The activity list of each 

purchaser is followed up every month by the manager. Furthermore, individual follow-up 

meetings between the purchasers and the managers occur weekly or biweekly. Additionally, 

purchasers follow up on their own activity list on a regular basis. 
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The morning meeting, also referred to as pulse meeting, is used to follow up on deviances and 

activities. During these meetings it is also common to pulse different topics every day, for 

example which suppliers are visiting the upcoming week or if any successes or lessons 

learned have occurred the previous week. In the three-rings it is common to have follow-up 

meetings weekly or biweekly where common activities and plans are pulsed. 

4.2.1. Milestones 
If long-term plans are broken down to milestones they get easier to grasp, three interviewees 

stated. If a plan consists of milestones or deadlines, it assists detection and action on 

deviances from the plans. One purchaser and the manager at SGC stated that they have too 

few milestones on their PPR-sheets today, which leads to many delays. An example of how 

the PPR-sheet is used today is visualized below, see Figure 17. 

 

Figure 17. A representative row from the purchasers individual PPR-sheet 

But this is common amongst many commodity purchasers at Scania Purchasing. Commodity 

purchasers work a lot independently, with few deadlines and relatively little importance of 

keeping them. It doesn‟t matter if activities in the PPR-sheets get delayed according to several 

purchasers. Furthermore, there are no milestones in the PPR-sheet today. If milestones occur, 

they are only stated in own Excel sheets and not reviewed by anyone but themselves nor 

visualized in the PPR-sheet. Project purchasers differ from commodity purchasers a lot 

regarding milestones. The project purchasers‟ milestones clearly state what should be done 

and when it should be done in order to deliver to the final deadline. 

4.2.2. Prioritizing Problems 
Purchasers at Scania Purchasing constantly need to prioritize activities. When deviances 

occur, purchasers need to prioritize their activities since all activities can‟t be simultaneously 

worked with, a purchaser stated. A discussion of each activities importance should be held 

with the manager and the internal customer and, as a purchaser stated, that they need to accept 

that not all of their activities will be finished in time. 

The top priority at Scania is to keep the production rolling, according to a purchaser. If 

deviances that affect the production occur, solving these deviances becomes top priority. At 

Scania Purchasing, commodity purchasers must therefore prioritize solving deviances which 

makes the commercial activities secondary and they are temporarily put aside completely, 

according to a purchaser.  

Another common priority factor at Scania Purchasing is that activities closer to the deadlines 

get higher priority, one purchaser stated and furthermore, improvement work gets 

downgraded priority. When prioritizing between different commercial activities, one 

purchaser uses effect versus effort reasoning, i.e. how much effort the purchaser must put in 

in order to save costs. However, if someone prioritizes badly, the plan is often blamed one 

interviewee stated. When prioritizing, the top priority should be the group‟s deliverables two 

interviewees stated. Another prioritization issue is to listen to the one that screams the loudest, 

one purchaser explained. This can be solved by manager helping out or if the purchasers 

organize their activities chronologically. 
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At SGC, prioritizing also affect them. According to two purchasers at SGC, one common 

prioritization issue is that spare parts have low priority for designers at Scania R&D because 

priority is given to new products or bigger cases, which spare parts rarely are. But these 

Product Change Requests (PCRs) on spare parts can be given prioritization if the changes 

result in large cost savings. 4.2.3. Dependency Problems 

Dependency to other purchasers, designers, production or marketing functions are inevitable 

at Scania Purchasing. Project purchasers work closely to R&D, production and the marketing 

function as well as to other purchasing groups within Scania. But one project purchaser stated 

that they wanted to increase the cross-functional work at Scania. One example of increasing 

cross-functional communication is to invite object leaders to the purchasing department in 

order to get them to understand how purchasers work and therefore gain respect and 

understanding for each other‟s plans. 

Commodity purchasers are not as dependent to other functions as project purchasers, but 

when PCRs needs processing, commodity purchasers are dependent on designers at R&D. 

This situation is also described as time consuming by several purchasers. Purchasers at Scania 

Purchasing are often more dependent on purchasers in their three-rings (project purchaser, 

commodity purchaser and SQA engineer) than purchasers in their groups. One purchaser 

stated that the purchasing organization is not organized after dependency, thus having little 

dependency within the group and more dependency within the three-rings. Furthermore, one 

purchaser also describes these three-rings as a success factor for the purchasing department. 

Project purchasers also identified problems with cross-functional planning. There is a lack of 

understanding from other functions, not being familiar with the purchasing process and how 

much time the purchasers need to finish their activities. If someone else plans what you are 

supposed to do during a certain amount of time and lack the understanding of how you work, 

it is not good situation. 

A purchaser stated that it is easy to plan own activities, but difficult to plan if external help is 

needed. Dependencies increase the complexity in planning. Dependencies must therefore be 

stated and put in the right order in plans, i.e. in a sequence, for planned activities to have 

better chance of finishing in time. 

4.2.3. Time Related Problems 
One purchaser at SGC stated that it is not often that activities finish on time. It is often that 

the plan gets blamed if activities are delayed, but it may be other factors such as not focusing 

on the deliverables that may cause the delays. One common problem with planning is 

estimating the time it takes to finish activities. The time estimations are often just roughly 

approximates. Another common problem at Scania Purchasing is that activities are not started 

in time and left to the last minute.  

However, the time frames of the activities are often based on own experience. Plans are 

dependent on own planning and time estimating skills, i.e. own experience. A common 

mistake is that plans are often optimistically time estimated, thus leading to delays. 

Furthermore there is little respect or understanding for deadlines, or as one purchaser stated: a 

deadline is not always a deadline. If the deadline is far away in the future, it is difficult to get 

a grip on which activities needs to be done before reaching the deadline. 

Purchasers at SGC claim that it is too much administrative work to plan every activity. 

Planning on article level causes too much administrative work and planning on project level 

makes the scope to big. Another difficulty is to plan coherent time in one‟s calendar, because 

there are too many small activities disrupting all the time. Having many activities mean 
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purchasers work simultaneously with many plans, which further increase coordination 

complexity between plans. 

Purchasers try to plan according to the 4+1 rule, i.e. plan 80 % of your time and leave 20 % 

free. Nonetheless there is always too little room for unexpected events in their plans, due to 

not knowing when deviances occur and how severe they are and this way of planning is 

individual and dependent on the job. Unfortunately delays happen anyway as one purchaser at 

SGC stated. Additional problems include difficulties knowing what a delivery really consists 

of and which level of detail to use when planning these activities. Sometimes activities are not 

always connected with deliverables, which further leads to planning problems.   

4.3. Performance Measurements and Follow-Up 
Throughout the whole organization at Scania, KPIs are used in every function and quality has 

the highest priority followed by delivery and then cost as third priority. At weekly group 

meetings, the group‟s performance is followed-up by the manager at Scania Purchasing. 

These follow-up meetings reviews the results rather than the status of each own activities. 

Additionally, SGC follow up with the spare parts warehouse once a week by telephone. The 

telephone meeting includes follow-up on deviances, quality issues, delivery problems, cost 

issues. Furthermore the service level for the past week is followed-up, i.e. if the articles in 

stock matched customer demand during the past week. 

Many interviewees stated that KPIs need to be relevant to the group and reflect their actual 

achievements. Additionally, the KPIs need to have targets. The status of the progress needs to 

be clearly stated, which can for instance be achieved with happy, neutral or sad “smileys”. 

Using KPIs are relevant if there the group‟s activities are repeated and an external interviewee 

stated that including “soft” KPIs (e.g. KPIs aiming to measure how the group feels) and he 

further adds that subjective KPIs (on productivity) can help to identify the root cause to 

problems. 

A business developer at Scania R&D stated that the group needs to be able to act upon their 

KPIs, which is not easy to do on for example warranty costs. The group need to know the 

meaning of KPIs, e.g. if cutting cost is good. Finally the KPIs must be robust, so that the team 

can‟t cheat the KPIs. 

Hence, KPIs need to be few, smart, and possible to follow-up as well as have the appropriate 

level for the group. At Scania R&D, there is high acceptance on delivery precision KPIs, but 

much lower acceptance on quality KPIs due to difficulty of understanding what the term 

quality means according to a business developer at Scania R&D. An external interviewee 

stated that KPIs can be used to forecast end result, which makes them relevant to spot own 

ability and deviances from the forecast. A SPS Manager, when discussing KPIs, stated “If 

they are not clearly connected to what I do, then they do not fill any function”. The situation 

is different for project purchasers, because they can‟t be measured on cost targets, because 

they do not know the “right” cost due to lack of previous price level. In addition to this, if a 

project purchaser manages to sign an LTA (Long Term Agreement) on future price levels, the 

commodity purchaser receives all the cost savings when they are put in effect. 

At SGC, one purchaser stated that there are no clear priority between quality, delivery and 

cost KPIs. One KPI used by SGC is the number of error reports, but one purchaser stated that 

this KPI is too abstract and difficult to understand. Another difficulty with KPIs at SGC is 

that some of them lack target, which makes the KPIs unclear due to not knowing if the current 

status of the KPI is good or bad. 

In order for the KPIs to be used, the visualization of measurements needs to be motivated and 

used daily. However, it is good to collect and visualize graphs and be reminded of the current 
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situation according to one purchaser at SGC. To sum up, one purchaser stated that KPIs at 

SGC need to be few, relevant and easy to follow-up. 

Using group KPIs and goals can increase team spirit and motivate teams according to two 

interviewees. These group KPIs can be used to see if the group are heading towards their 

goals said a business developer at Scania R&D. However, aggregated KPIs need to be broken 

down to an understandable level, i.e. meaningful for the group, explained a SPS Manager. At 

SGC, group KPIs are something that ties the group together according to several interviewed 

purchasers at SGC. They feel it is relevant to follow-up on group KPIs and that this is 

something that works well today.   

Many improvement suggestions regarding KPIs were brought up during the interviews. One 

suggestion was to log the amount of delays in some way. Another improvement was to use 

more subjective or “soft” KPIs, for instance own productivity or how someone feels. 

Additionally, the customer (internal or external) should evaluate quality and that the number 

of deliveries should be balanced with quality measures. Finally, a business developer at 

Scania R&D suggested that Scania Purchasing should implement a Balanced Scorecard 

similar to the one used by the R&D department. Furthermore, a purchaser at SGC wished that 

there would be a clearer priority between the quality, delivery and cost KPIs, since this is 

ambiguous today. 

4.3.1. Quality, Delivery and Cost KPIs 
Quality KPIs are however difficult to grasp and it is hard to know how to act upon them 

according to several interviewed Scania employees. One Scania employee stated that the 

quality KPI should be more tangible e.g. number of errors per unit per year. Purchasing use an 

absolute number of quality reports in order to be able to act upon every quality deviance.  

FRAS (Follow-up Report Administration System) is used to report quality issues by 

customers. Two interviewees stated that the customer should evaluate the quality of the 

delivery, because this would be a good and valid measurement. A purchaser agrees and stated 

that this would be good for the purchasing function as well. Scania R&D measures the quality 

of delivery (e.g. direct run drawings). They also measure “number of solved quality 

deviations” and claims per truck. Furthermore, SGC measures the number of quality reports 

filed by customers affecting the group‟s range of articles as quality KPI.  

If Scania‟s production stops, then there is a quality or delivery issue. Quality KPIs are used 

for keeping production rolling (keeping over the lower limit) rather than maximizing quality, 

one purchaser stated. Keep production producing is therefore priority and therefore there is a 

need to measure delivery precision, according to two purchasers. It is a very visual signal of 

delivery deviances or quality problems if the production stops, one purchaser stated. The 

manager at SGC stated that they are trying to introduce a delivery precision KPI. 

Scania‟s R&D function measures delivery precision, when delivery plans are missing 

agreements and they also have a KPI for the backlog on missing agreement. Another KPI at 

Scania R&D is delivered drawings per designer. This KPI was designed to measure some kind 

of productivity, which then can be used to measure lead time. But this KPI was scrapped 

because it wasn‟t tangible enough according to a business developer at Scania R&D.  

One purchaser at Scania Purchasing stated that cost KPIs can be measured easily and thus has 

a higher impact on priority order. Another purchaser stated that cost target may be the most 

tangible KPI. The strategy formulated at Scania Purchasing seems however, to be expressed 

explicit in cost KPIs according to two purchasers at Scania Purchasing.  
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But this is explained by a business developer at Scania Purchasing, whom stated that “cost is 

chosen because that is what purchasing is all about to a great extent”. However, cost targets 

are hard to measure in project purchasing because it is difficult to know what the right cost 

level is when for example introducing new articles. At SGC, the cost measurement is 

dominating and therefore given highest focus. The cost targets are motivating, relevant and 

easy to understand according to several purchasers at SGC. The focus on cost KPIs seems to 

be contradictory to the priority rules stated by the Scania SPS House; quality, delivery and 

cost. However, according to the manager at SGC the priority rules in only applied when 

needed, i.e. when deviances occur, where quality and delivery criteria must be taken into 

consideration to greater extent.  

4.4. Visual Planning 
Visual Planning and daily steering are used throughout Scania and the meeting brings the 

entire group together every morning. Several components are used along the Visual Planning 

and an external interviewee stated that everything that needs a pulse is good to have on the 

board  

All Visual Planning boards discussed and observed during the case study contain some kind 

of activities on the boards. The most common board design consists of one individual per row 

on the vertical axis and time units on the horizontal axis. Sticky notes in different colors are 

used to denote deliverables, activities and unexpected events. Project purchasers at Scania 

Purchasing use sticky notes with activities corresponding to the purchasing process. More 

specifically the activities they post correspond to project deliverables. Some commodity 

groups also use sticky notes on their Visual Planning boards. A few commodity purchasing 

groups, SGC for example, post their PPR or activity sheets on the board, containing all 

commercial activities, instead of using sticky notes. 

Additional components brought up during the interviews are an inbox for new incoming 

information or cases, group deliverables, a delivery board that focus on long-term 

deliverables. Other components on the Visual Planning board include issue logs, where issues 

are stated and visible to the group. This is also used by SGC, where they keep track of all 

major deviances such as suppliers going out of business or delivery delays. In addition to this 

an attendance list may be used. SGC utilizes the attendance list along with a list on supplier 

meetings for the upcoming week.  
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The design of the Visual Planning board at SGC is displayed below in Figure 18. 

 

Figure 18. The Visual Planning board at SGC 

The different components of the Visual Planning board are explained below: 

 PPR: Each purchaser has an own PPR-sheet, where the result from the commercial 

activities are displayed in a graph and a list 

 Cost KPI (forecast and actual outcome): Two graphs showing the cost saving 

prognosis and the actual outcome (updated once a week) 

 Weekly report: The report includes cost savings per week and the number of quality 

reports classified on critical or major impact. 

 List of deviances: Escalated deviances are put on this list until they are solved 

 List of negotiations: A list of ongoing negotiations  

 Suppliers reporting in IMDS
4
: A graph of how many suppliers are reporting in IMDS 

 Meeting agenda: The agenda includes topic of discussions for each day 

 Manually approved invoices: A graph of the number of manually approved invoices 

 Time schedule (year basis): A schedule of important dates during the year 

An alternative to the sticky notes system was found at both R&D and at Scania Purchasing. 

Each employee printed out their weekly calendar from Microsoft Outlook and placed these on 

the Visual Planning board. At R&D, sticky notes were then placed over the calendar sheet. 

Using sheets directly from the Outlook calendar made meetings and other activities in the 

calendar visible to the entire team.  

                                                 
4
 IMDS (International Material Data System) is a data system, mainly used by automotive Original Equipment 

Manufacturers (OEMs), to keep track of environmental aspects for parts (Hewlett-Packard Development 

Company, LP, 2010). 
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But there is opposition against using Outlook calendars on the board. A Visual Planning board 

should not consist of “Outlook activities” according to a SPS Manager. However, one guide 

line for posting sticky notes on the board is that if the activity takes over two hours, then it 

should post on the board. If all activities, big or small, were posted on the wall it would result 

in too much administrative work and the result is a duplication that becomes redundant to the 

Outlook calendar. 

Furthermore, interviewees stated that it is a commitment to put your activities on the board. 

These activities posted on the board put pressure on the purchasers to finish their activities on 

time according to a project purchaser at Scania Purchasing. Furthermore, you open up your 

own plan to other team members when posting the activities on the board. The actual results 

can be evaluated against the forecast, or as a business developer at Scania Purchasing said that 

“everybody can see which savings I make and don‟t make”. Hence, a certain amount of trust 

within the group is needed according an external interviewee. 

It is important to post meaningful activities and deliverables on the wall according to five 

interviewees. The activities should not state that you are using CAD software, but instead 

what you are designing in CAD and to which project. The activities, i.e. the deliveries posted 

on board, must be requested by someone according to two purchasers. Deliverables are 

connected, which means that the incoming delivery is an outgoing delivery or deliveries from 

another board. An external interviewee explained that Visual Planning is a pull system, i.e. 

the information or deliverable on the board has to be requested by someone in order for the 

system to work. But at Scania Purchasing, there is no or little synchronization of activities 

between different boards according to a project purchaser. Another external interviewee said 

that team members need to be aware of the causal links between deliverables i.e. if they move 

a sticky note, someone else further down the line will be affected by the postponing of the 

delivery.  However at commodity groups at Scania Purchasing, deliverables such as the 

deadlines in the PPR are moved without questioning according to one purchaser.  

Activities are more likely to change on a short-term basis than long-term; hence primary focus 

should be on short-term activities because they have the highest relevance to the rest of the 

group according to two external interviewees, whom further stated that Visual Planning is a 

method for handling a dynamic environment. Another benefit of Visual Planning is that 

employees can get better at providing more accurate time estimates if time is estimated on the 

sticky notes and reflected upon at the time of the actual delivery. However, groups should 

avoid putting too much information that already is stated in activity or PPR sheets to avoid 

causing too much administrative work. 
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Visual Planning is a visual system because the group members workload is clearly visual the 

rest of the group. However, the boards need to be similar in order to make them 

understandable and visual for employees external to the group. At Scania R&D, they have 

standardized the structure of the Visual Planning method; this is summarized in Figure 19. 

The method consists of: 

 An inbox of new projects or activities 

 A long term plan (referred to as delivery board) with projects and their milestones 

with deadlines are displayed. New projects or activities from the inbox are broken 

down into deliveries.  

 From this delivery board, activities are then transferred to the Visual Planning board 

(also referred to as daily steering board). Each individual have their own row and the 

horizontal axis are divided into time units. Sticky notes are placed in the matrix 

structure to denote individual deliveries or activities. 

 If problems occur with the activities on the daily steering board, they are broken down 

on an issue board. The problem breakdown results in activities that are placed on the 

daily steering board and eventually solved. If the problems cannot be solved, they are 

escalated to a higher organizational level. 

 

 

Figure 19. Visual Planning principle at Scania R&D 

However there are common problems with this Visual Planning method at Scania R&D 

according to a business developer at Scania R&D. First of all there are groups who do not 

have a delivery board. Secondly many groups lack the focus on deliveries. Finally there is a 

problem with the problem solving mindset that rather focuses on postponing activities than 

balancing workload, e.g. moving the sticky notes forward in time instead of solving the root 

problem that caused the need to push the activity forward. 
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4.4.1. Communication and Coordination 
Several interviewees stated that Visual Planning is a tool for communication and coordination 

purposes. There must be a need for internal and external communication and coordination if 

the method should be successful according to them. Furthermore, an external interviewee 

stated that the meeting and the dialogue is the most important part of Visual Planning. If there 

is a low need of communication and coordination in a group, then Visual Planning should 

maybe not be used according to a SPS Manager at Scania. Three other interviewees also 

stated that it becomes time wasting if there is no such need. Hence, dependency is critical for 

Visual Planning to work according to an external interviewee, whom further adds that if you 

are in the same group, doesn‟t mean that you need to use Visual Planning. The lack of 

coordination need within purchasing groups today was expressed during an interview with a 

purchaser who stated that the meeting is a waste of time since there is no benefit in the 

exchanging all the information. At SGC, one purchaser stated that sometimes it is not 

interesting to listen to the other purchasers discussing their activities.  

According to an external interviewee, Visual Planning should not be used when there is no 

need for it. Furthermore, one purchaser added that there is no self-purpose in using the boards 

and they have to find a need for using these boards. Additionally, too much prestige has, up to 

now, been put in just to keep Visual Planning alive without any clear purpose. Groups who 

aren‟t working on common activities have no winning in the exchange of information, it is 

just an opportunity for the individual to structure the thoughts and communicate this in a 

structured way to his/her boss, one purchaser stated. 

However, the Visual Planning method can be used to solve complex coordination issues 

according to two interviewees. Visual Planning may be used to solve coordination complexity 

between R&D and purchasing if purchasers for instance participate at R&Ds project Visual 

Planning meetings according to an external interviewee. He explained that this is maybe more 

important than purchasing having their own Visual Planning. However, another external 

interviewee promoted that Visual Planning creates a common overview for the group. 

Additionally, two interviewees stated that Visual Planning could be used to coordinate 

absence within the team. Furthermore a purchaser at Scania Purchasing said that Visual 

Planning could be used as a forum to coordinate activities towards a common strategic goal. 

Visual Planning also gives the meeting and the communication a structure, hence ensuring 

that the meetings become short and effective according to two interviewees. 

One external interviewee said that a big part of the pulse meeting and Visual Planning 

meeting is about interaction between individuals. This is exemplified by issues brought up 

during Visual Planning meeting may be subject to smaller discussions between affected 

parties afterwards, and hence the issues may be solved directly. The interviewee further stated 

that it is more important that issues are brought up and discussed than how they are coded or 

logged. 

Another important factor to consider is the group size, according to several interviewees. The 

external interviewees stated that groups containing 5-10 team members are ideal for Visual 

Planning to be used. If there are more members it gets messy and if there are fewer members 

there is no need to use Visual Planning. A project purchaser confirms this notion by stating 

that they have a low need of Visual Planning for communication and coordination since they 

are only five team members. Accordingly a SPS Manager at Scania states that up to 5-6 team 

members can communicate and coordinate sufficiently without Visual Planning since this can 

be done informal and verbally. 

One difficulty with Visual Planning is to coordinate deliverables and activities between 

boards according to an external interviewee.  This belief is confirmed by a project purchaser 
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at Scania who stated that coordination complexity increase if you have to synchronize 

between two or more boards, i.e. requires putting sticky notes and update them on each board. 

Another external interviewee added that if there is a distance between the boards, it will 

determine if or how often the boards are coordinated. On the same topic, coordination and 

communication difficulty occurs if a person has to attend too many meetings and don‟t have 

time for this. However, this is rather an indication that you have too much to coordinate than a 

disadvantage of the Visual Planning method according to another external interviewee. 

However, coordination between boards is important and if delays occur, the customer must be 

notified so they sit and wait unknowingly according to a project purchaser. 

However, specialists working on isolated tasks may not need to communicate or coordinate 

much, if they do not deliver anything to each other according to an external interviewee.  A 

majority of the purchasers at SGC see themselves as specialist and feel that they do not need 

to share much between each other. Hence, they do not have much need for communication 

and coordination. It is more of a nice-to-know situation. Nonetheless, two purchasers at SGC 

stated that if problems occur, experiences could be exchanged at the Visual Planning 

meetings. An external interviewee added that the experience sharing maybe is what should be 

discussed at SGCs meetings. Another interviewee also stated that the Visual Planning meeting 

is a good forum to ask for help.  A purchaser at Scania Purchasing further stated that Visual 

Planning meetings could be more beneficial if these meetings are used as a forum for 

experience exchange and strategic planning. 

Two other interviewees consider that the Visual Planning meeting is a forum for exchange of 

group related or management information. However, the information must be asked for 

according to an interviewed purchaser and two other purchasers added that not all information 

brought up during the Visual Planning meetings are requested or relevant. Several 

interviewees promoted the importance of relevant info and focus on deliveries during the 

meeting. Furthermore, a purchaser at Scania Purchasing stated that the team spirit and 

communication within the team could increase if the group saw deliveries as group deliveries 

rather than individual deliveries. The purchaser further added that it is the group that have 

cost saving targets, not individuals. 

4.4.2. Leadership 
Visual Planning is the manager‟s tool according to a SPS Manager at Scania. It is a steering 

method and the management tool that enables the manager to secure that the employees has 

the possibility to complete their deliveries and that the resources are used efficiently, the 

manager further added.  One of the external interviewees however stated that Visual Planning 

is either a tool for management control or a communication tool for the team members, and in 

the latter case the role of the manager is secondary. The interviewee further added that Visual 

Planning is a democratic system, because information that decisions are made upon is 

available to everybody. 

Three interviewees stated that Visual Planning helps the manager to get an overview of the 

group and their activities. But to avoid the feeling that Visual Planning is just a reporting tool 

for the manager, the manager should promote teamwork and participation; “it is the team and 

us together that succeeds” and make the common goal clear, a SPS Manager at Scania stated. 

According to several purchasers, Visual Planning and follow-up is dependent on the 

commitment of the leader who should be interested and act upon in the information brought 

up. 

Another purchaser stated that he did not believe that Visual Planning would be improved if 

they got just got a better Visual Planning board, since the problem is to be more structured in 

general and to work with more tangible deliveries. Another purchaser agrees that the group 
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lacks tangible deliverables and no one really asks for your deliveries. A business developer at 

Scania R&D added that they must raise the awareness that a delivery means something and 

that you can‟t just postpone a delivery without it having consequences. This opinion is 

supported by a purchaser who thinks that more focus or pressure on deliveries is needed. 

During interviews made, two external interviewees stated that every team should participate 

in the design of their boards and method. In that way it is ensured that the group gets 

something out of it according to them, and organizations should avoid implementing Visual 

Planning just because it is perceived as “good”. Participation in the design is important to 

ensure that team members think it is a good method later on.  One of them further stated that 

there is no “one-size-fits-all” Visual Planning method and it needs to be adapted to the actual 

users in every case. To sum up they stated that there are two big success factors with 

implementing Visual Planning and these factors are that participation comes from the bottom 

of the organization and that support comes from top-management. This view is shared by a 

purchaser at Scania Purchasing, whom stated that the different groups should develop their 

own Visual Planning and meeting. 

One purchaser explained that the groups at Scania Purchasing have different ways of working; 

hence there is no use for a standardized way of using Visual Planning. Two interviewees 

stated that the Visual Planning method cannot be forced upon a group by top management; 

instead the group must feel that it gives something back. This notion is further promoted by an 

SPS manager at Scania. Furthermore an external interviewee stated that it is important that the 

group understands the purpose of the Visual Planning method for it to work better. 

The Visual Planning method at Scania Purchasing has matured over the years according to a 

purchaser, who added that it is better accepted now than at the time of the introduction. The 

same goes for both production and R&D at Scania where the method was met with some 

skepticism in the beginning but later on got more accepted due to the advantages the method 

gave and increased leadership involvement and persistency. However, there are still some 

groups with reluctance to implement Visual Planning properly because they haven‟t seen the 

benefits of it. 

An important factor for the successful usage of Visual Planning is that the leader must believe 

in Visual Planning in order for it to work, according to an interviewed manager who once 

failed to introduce Visual Planning due to lack of faith in the method. The leader must also 

really lead and use the tool to steer during the daily steering meeting according to two 

interviewees. However one SPS manager stated that the leadership is often lost in this tool 

and “we delegated too much” at Scania. A business developer at Scania R&D stated that “we 

want leaders who lead. We want bosses who are bosses, who distribute, leads, steers”. The 

business developer added that as a leader, you cannot have the attitude that you are a victim of 

the circumstances; you should instead steer to make it happen. 

A business developer at Scania R&D stated that successful usage of Visual Planning also 

depends on the persistency of the top management. At Scania R&D, the top management has 

been tough and really pushed that everyone should have daily steering according to the 

business developer. A SPS Manager stated that the leader should have zero tolerance against 

the individualists, because the whole system is based on teams and the Visual Planning 

system is dependent on leadership and teamwork. To get managers to believe in and use 

Visual Planning for their groups, their managers should also use and believe in Visual 

Planning, according to an interviewee. 

On the contrary, the Visual Planning method has proven to be robust enough to do okay 

without a leader once implemented, and it has worked good at some groups at Scania R&D 

who are mature in the use of Visual Planning. In these cases the team members delegated and 
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balanced tasks by themselves without the involvement of the leader according to a business 

developer at Scania R&D. But when it comes to prioritizing or conflict it is good if the leader 

is present and have the final say on what should be done, the business developer added. 

4.4.3. Level of Detail 
The activities posted on the board should be deliverables and not an activity without a 

deliverable according to five interviewees. If the group has a long-term plan, it should only 

consist of important and overall deliveries and milestones. The short-term plan should 

subsequently consist of deliverables in near future, i.e. smaller deliverables. Consequently, the 

activities need to be broken down to a level that the group member can keep his or her 

deliverables and commitments. It should not be too detailed, because then it just becomes 

pointless according to two Scania employees. Furthermore, too detailed activities on the 

Visual Planning results in too much administrative work and no one has the time to update 

everything on a too detailed level. The amount of sticky notes posted on the board is a trade-

off between the amounts of administrative work versus what you get in return according to a 

purchaser at Scania Purchasing. Hence, the level of detail on the posted activities should fit 

the group and be decided by them according to two interviewees. 

Furthermore, another purchaser stated that the level of detail on the activities posted on the 

board depends on how many parts and suppliers you have. Too many activities make the 

board not visual and it becomes difficult to get an overview if there is too many posted 

activities. As stated above, one guide line is to only post activities that take longer than two 

hours. Another rule of thumb is to post one or two activities per day and person, according to 

a business developer at Scania R&D. At SGC, the level of detail on the activities specified in 

the PPR-sheet is the activity‟s name and a month when the commercial activity is due. Groups 

at Scania Purchasing who stopped using the sticky notes system and started to use their 

activity lists instead feel that Visual Planning is working better now according to a purchaser. 

The old Visual Planning system with the sticky notes was not good since it was too complex 

and not visual enough, three purchasers stated. 

4.4.4 Short and Frequent Meeting 
Visual Planning occurs on a daily basis at Scania Purchasing, Scania R&D and Scania 

Production. At Scania Purchasing it seems that having a daily frequency of meetings is good 

because all information is fresh and you can act on it. Another advantage of having daily 

meetings is that information can be distributed rapidly to the whole group. A meeting once a 

week was wasteful, according to one purchaser, due to the information that was shared during 

the meeting was obsolete. Another purchaser stated that it is important to have a meeting 

every day and check everybody‟s status. This is more important than the actual activities on 

the board, according to a different purchaser. Two interviewees also stated that having daily 

steering meeting resulted in less time spent on other meetings.  

At Scania Purchasing there was reluctance to have meeting on a daily basis when the Visual 

Planning method were introduced at Scania Purchasing according to a purchaser. However, 

now after a few years it is accepted, the purchaser added. The same reluctance happened when 

Scania R&D introduced RTM according to a business developer at Scania R&D. There were a 

fear that the working days were going to be longer since RTM forbid meetings during one 

hour. But the reality was that the total time spent in meetings decreased according to the 

business developer. Scania Purchasing also tried to establish RTM a few years ago, but it did 

not work out according to a purchaser due to the lack of sufficient coordination need on a 

daily basis.  
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Some groups at Scania R&D only have meetings once a week according to two business 

developers at Scania R&D, which goes against the guidelines. At Scania SPS Office, they 

tried to have meetings on a daily basis and also three times a week according to a SPS 

Manager. But now they have one meeting a week, the manager further explained, since their 

task is to be out in the rest of the organization rather than sitting together on the office.  An 

external interviewee said that the important thing is to have some periodicity in the meetings. 

A project purchaser explained that they attend the large weekly pulse meeting at R&D every 

Monday morning, where they report the status of their commitments in different projects. The 

three-rings at Scania Purchasing meet with for example weekly periodicity or even daily, and 

a few three rings have tried to use a Visual Planning board, but there wasn‟t enough to talk 

about, one purchaser explained. 

4.4.5. KPIs on the Board 
According to a business developer at Scania R&D, it is prescribed that every group should 

visualize KPIs on the Visual Planning board. Additionally, a SPS Manager at Scania stated 

that KPIs are a compulsory part of Visual Planning. In alignment with this, Scania Production 

uses KPIs, which are discussed and followed up on every daily steering meeting. However, 

there must be a need for the KPIs to be visualized on the wall, and furthermore, they must be 

followed-up constantly according to both the business developer and another SPS Manager at 

Scania. Furthermore, an external interviewee added that KPIs posted on the board raise 

awareness in the group by showing the status of the group‟s performance. The external 

interviewee further added that KPIs on the board should be clear and understandable, for 

instance by using smileys to show how the current status of the KPI. SGC visualize cost, 

quality and delivery KPIs on their board in four graphs and three lists. The KPIs on the board 

are followed-up once a week. 

4.4.6. Balancing 
As stated before, deviances have the highest priority at Scania Purchasing according to a 

purchaser. This limits the amount of activities that can be done by the purchasers. However, it 

is impossible to predict when all deviances will occur, which results in uneven work load for 

the purchasers. Visual Planning can be used to visualize the workload on the board. It is 

therefore possible for purchasers to switch for example activities, deviance handling or 

administrative work by balancing the workload within the groups. 

However, balancing is difficult. In order to be able to balance work, redundant competences 

are needed. An example of balancing in purchasing is to balance work between project 

purchaser, commodity purchaser and SQA engineer in the three-rings. Furthermore, it is 

difficult to balance activities between specialists, which is the case at Scania Purchasing 

where the purchasers handle their suppliers in their area of articles, making them specialists at 

what they do. Because of this, there is little balancing at Scania Purchasing today.  

Besides the need to have redundant competences, the time it takes to put another person in the 

current situation and explaining what needs to be done, can vary a lot and rendering the act of 

balancing inefficient. It is important to balance activities as early as possible, in order to have 

sufficient time to learn and understand the balanced task.  Another example of balancing is to 

utilize the teams purchasing assistant to handle administrative tasks in order to free up time 

for the purchasers. In addition to this, it is common that the manager steps in and delegates the 

most important tasks within the group if a purchaser is absent during a longer period. Hence, 

this implies that balancing between purchasers can work on some tasks. 

However, there is also a negative attitude towards balancing, according to two interviewees. 

Often the act of balancing is met with unwillingness or that the employee presented with the 



 

55 

option of balancing state that is impossible to share his or her tasks. An external interviewee 

stated that if balancing isn‟t possible, there is a huge potential problem if absents due to 

sickness occur unexpectedly. This notion is also confirmed by an SPS manager at Scania.  

Balancing can be further increased and made easier if employees work in a standardized way 

or with similar tasks. Also by clearly stating which activities should be or possibly can be 

balanced, can increase the amount of balancing. 

At Scania R&D, production and purchasing functions the morning meeting is a good forum 

where balancing can be discussed. Furthermore, the production line at Scania applies Andon 

in order to indicate problems to be able to balance and even out workload. However at SGC, 

balancing is not something that occurs on a regular basis. Although, there have been situations 

when balancing has occurred. One example of balancing at SGC was when one purchaser was 

absent due to illness a longer period of time. The manager stepped in and delegated critical 

tasks to the other group members. In relation to this, three purchasers at SGC stated that they 

support each other by sharing experience at the morning meetings for instance; when 

deviances occur, or when a supplier goes out of business. Nevertheless, no commercial 

activities or any other large activities are balanced to any wider extent. 

4.4.7. Digital Visual Planning Boards 
Visual Planning boards can be both analogue and digital. Throughout Scania, all Visual 

Planning boards are analogue, most commonly consisting of a white board (mobile on wheels 

or located on a wall) located near the group. A few groups, mainly at R&D, use dedicated 

meeting rooms where the Visual Planning board is put up on the wall along with the long term 

plan and other components such as KPIs and improvement suggestions.   

One way of changing the Visual Planning boards is to make them digital, which can enable 

added functionality. Features such as saving history of progress and deviations and 

synchronization between different boards are possible according to two external interviewees. 

However, they stated that a digitalization of the Visual Planning should not change the 

method, only the boards should be replaced with screens. Furthermore they added that digital 

boards should not have too many features and an automated system is not good, since the 

group must feel that they can control the system. Analogue methods are usually easily 

understood, but IT-tools can be difficult to understand because they may have too many 

features according to another external interviewee. Furthermore teams should not let the tools 

prescribe how you work, but rather find tools that support the way you already work.  

According to one of the external interviewees, there is an IT-hostility in the Lean culture 

today. Furthermore another external interviewee added that there is no purpose in itself to use 

analogue boards, but no IT-tool today that has succeeded with visualization in a clear way. 

One business developer at Scania R&D stated that IT-systems are often just an excuse to not 

use the method as prescribed. He further added that Visual Planning is about control and 

steering and that the tools used, digital or analogue, are secondary to the method. This is also 

the view from a SPS Manager at Scania, whom said that digital tools do not solve the 

leadership question. 

One purchaser at Scania Purchasing thinks that digital boards could decrease the amount of 

administrative work associated with Visual Planning. Another benefit of using digital boards 

is when the team is globally dispersed according to four interviewees. One external 

interviewee said that digital pulse boards enable availability from everywhere and if there is a 

distance between boards, it affects how much interaction there will be between these boards. 

If the boards are digital, this enables more interaction over distances according to him. 

However, there is no need for digital boards when the entire team sits together according to a 

SPS Manager at Scania, whom further stated that the best way of communication is to meet 
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face-to-face. This view is shared by five interviewees who claim that the most important thing 

with Visual Planning is the meeting. 

4.4.8. Meeting Agenda 
An external interviewee stated that the main focus of the meeting is to follow-up if the group 

is going to deliver what we they have promised. The Visual Planning meeting is a good forum 

for dedicated follow-up on group related matters according to three interviewees. 

Furthermore, everything that needs regular follow-up is good to discuss during the meeting. 

SGC and many other purchasing groups follow up on their KPIs weekly at Visual Planning 

meetings. Since the entire team are gathered, many groups at Scania uses the opportunity to 

include other topics of discussion, often listed in an agenda. Agendas are an example that 

Visual Planning gives structure to the meeting and facilitates short and effective 

communication according to an external interviewee. Another external interviewee added that 

Visual Planning meetings often replace many longer meetings. 

Visual Planning meetings are an opportunity to distribute information to the whole group 

effectively on a daily basis according to a purchaser.  At SGC, the group manager updates the 

group on new information from top management. Furthermore, SGC and other purchasing 

groups list different topics that get pulsed every day. For instance, one commodity group 

follows up collective group deliverables according to a purchaser. Another agenda topic used 

at SGC is to have a weekly schedule where two purchasers a day present their ongoing 

activities. Hence, daily Visual Planning meetings facilitate a visual reminder so that activities 

get done according to two interviewees.  This agenda topic also occurs on other purchasing 

groups at Scania Purchasing according to two other interviewees. 

One external interviewee explained that Visual Planning is not just a meeting or a board; it 

consists of both and is dependent of both being present. During the interviews it was brought 

up that the social factor of the daily morning meeting in front of the boards is good. Several 

interviewees stated that it is good to meet each other every morning and two purchasers stated 

that the meeting is more important than actual content of the board.   

Three purchasers stated that Visual Planning can be used to check status on activities and if 

someone needs help. Four interviewees further stated that bringing up deviances during the 

meeting is a good and well-functioning part of the meeting since the manager can escalate 

problems easily. A team at Scania R&D used a routine communication structure where every 

team member each day reported the status of their past and future activities. If no deviances to 

the plan or if no problems were brought up by one individual, the manager immediately 

moved on to the next team member. The team members stated that this way of following up 

made the daily pulse meeting time efficient and deviances or problems were brought up and 

the manager could easily ask if they needed help to solve the matter. 

Visual Planning can be used to keep track of deviances and issues according to two 

purchasers, and Visual Planning can be used to effectively keep track of changes in the plan 

according to an external interviewee. Hence, deviances are therefore pulsed every day at SGC 

and many other purchasing groups. And as stated before, if something needs to be escalated, 

this can be done during the Visual Planning meetings according to two purchasers. Two 

external interviewees stated that deviances brought up at Visual Planning meetings should be 

viewed as something positive. They added that the mindset of neglecting problems is not 

compatible with Visual Planning and pulse meetings. 
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4.5. Summary of the Findings 
Key findings from the empirical framework: 

 Handling deviances have a higher priority than commercial activities at SGC. 

Deviances do not result in broken down activities visualized on the Visual Planning 

board.  

 There is no standardized way of planning commercial activities in combination with 

the PPR-sheet, i.e. purchasers have their own way of planning which is not compatible 

with the PPR-sheet.  

 The sheets only include the activity‟s name, when and how much the activity result in. 

The purchasers‟ activities rarely contain visualized milestones and the purchasers 

deliveries are not requested by anyone to any greater extent. 

 Cost KPIs have the highest focus at Scania Purchasing, whereas quality and delivery 

KPIs are difficult to grasp 

 A balanced approach to KPIs are used at Scania R&D and this approach could be 

suitable for purchasing as well 

 The Visual Planning method consisting of sticky notes, currently used at Scania R&D, 

does not fit all groups in Scania‟s purchasing organization due to different needs of 

communication and coordination as well as different amount of activities visualized on 

the boards. 

 Both managers and team members must see benefits in the Visual Planning method in 

order for it to be used properly, according to empirical findings 

 

 





 

59 

5. Analysis 
The analysis of the result is presented below and it is divided into four parts; purchasing, 

planning, KPIs and follow-up and Visual Planning. 

5.1. Purchasing 
From the interviews it is possible to verify that the purchasers‟ at Scania Purchasing work 

with the main activities of a purchasing function, described by van Weele (2010), i.e. 

selecting suppliers, negotiating, placing orders. However, van Weele (2010) does not describe 

how much time is spent on each activity and if other activities may take up longer time than 

the stated activities.   

Three commodity purchasers stated that they work approximately 20 % on commercial 

activities (i.e. the main activities stated by van Weele (2010)). The remaining 80 % of their 

time, the purchasers spend on handling deviances and handling administrative tasks (e.g. 

answering supplier e-mails, reporting tasks to different lists or documents) as well as 

attending meetings. Hence, there is potential to increase the value-adding work at Scania 

Purchasing. Purchasers at Scania Purchasing handle many different tasks and do not spend as 

much time on the value-adding work, i.e. activities stated by van Weele (2010), as they would 

like.   

The fact that purchasers spend a lot of time on administrative tasks aligns with that a major 

bottleneck and problem in purchasing organizations is poor administrative processes, 

according to van Weele (2010). Several interviewed purchasers confirmed this notion and 

stated that they spend too much time on administrative tasks and that they don‟t have a good 

enough IT-system, which also cause more administration. Purchasers at SGC also deal with a 

lot of administrative tasks, maybe more than other commodity purchasers because they handle 

a larger number of suppliers and parts. 

A situation regarding the administrative work described by the purchasers show similarities 

with information waste described by Hicks (2007), in particular flow demand, flawed flow 

and legacy databases and file achieves. The main principles at Scania, described in for 

example the SPS House and R&D Factory, aligns with the notion of that it is important to 

reduce waste. Hence, future focus should be on reducing administrative work.  

Furthermore, a purchaser at Scania Purchasing suggested that if they had better IT-tools, they 

would find information more quickly, which also would free up more time for their 

commercial activities. This is an example of information waste associated to inventory where 

right information is hard to find due to legacy databases and file achieves (Hicks, 2007). Ward 

(2007) identified that one reason of knowledge waste is scatted, for example due to poor tools. 

The simple solution is the update the IT-tools, but this is difficult to implement and expensive 

to invest in. Although, upgrading the IT-tools would then save a lot of capital in the long run 

due to less waste taking place. 

At Scania Purchasing, parts are handed over from project purchasers to commodity purchasers 

(in the three-rings) and finally to the spare part purchasers during the life cycle of a part. The 

spare part commodity consequently works differently from other purchasers because they do 

not introduce new parts, but rather change suppliers and negotiate terms with existing 

suppliers. 

However, Lindlöf & Söderberg (2011) found that hand-over of tasks or balancing can be 

problematic. Hand-offs in also a reason of knowledge waste according to Ward (2007), where 

the responsibility is handed over, but all necessary information remains with the person 

handing over the tasks. Scania has a large purchasing organization (approximately 600 
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employees), which means that they have to organize somehow, and the three-rings was 

praised by several interviewed purchasers. Thus, waste due to hand-over between purchasers 

in the three-rings are not a large problem according to the interviewed purchasers. 

This leads to purchasers at Scania Purchasing having more activities and supplier in common 

with the purchasers in the three-rings, than with purchasers in his or hers groups. Hence, 

groups lack common tasks between the group members, affecting the amount of coordination 

and communication needed.  

5.1.1. Processes 
Scania‟s AP process is similar to the purchasing process described by van Weele (2010). Both 

processes describe how purchasing projects are carried out (from initiating the project, 

choosing supplier, bidding and finally ordering). But one identified problem with the AP 

process was that three purchasers at Scania Purchasing thought that the AP process is too 

general. Another problem was that if they would follow the process strictly, this would result 

too much administrative work, filling out every form and doing things by the book. 

Furthermore, a purchaser at SGC stated that there is no spare part process. In addition, another 

purchaser claimed that the AP process is better suited for project purchasers, not commodity 

purchasers. The processes are therefore mainly used as support and for introducing Scania‟s 

way of working to new employees. 

One of Scania SPS main principles is normal situation, i.e. a standardized way of working 

(Scania CV AB, 2007). Although the house is developed for Scania‟s production facilities, 

standardized ways of working are intended to be used for the entire organization. Hence, an 

AP process is required. The empirical findings however, indicates that there is a need to 

develop separate processes for project purchasers, commodity purchasers and spare part 

purchasers, because there activities differ from each other 

5.1.2. Deviances and Problem Solving at Purchasing 
Handling deviances, such as suppliers going out of business or delivery problems, are 

standard work at Scania Purchasing. Since handling deviances has a higher priority than 

commercial activities, less time if left to work on commercial activities. Literature mentions 

little about prioritizing and the balance between handling deviances and main activities of the 

purchasing department (van Weele, 2010). Furthermore, deviances are unavoidable, vary in 

complexity and occurs on an irregularly basis, according to interviewed purchasers.  

Hence, there is a demand for a better way of handling deviances at Scania Purchasing. One 

way to decrease the impact deviances have on purchasers‟ daily work would be to balance 

activities, e.g. administrative work, which was suggested by a purchaser. Balancing would 

hopefully free up more coherent time and lead to more focus on the commercial activities. 

Another solution, suggested by another purchaser, would be to balance work in the three-

rings, since they share suppliers and articles and therefore have knowledge about these 

matters. As mentioned earlier, hand-over‟s can be difficult (Lindlöf & Söderberg, 2011) and a 

reason to waste (Ward, 2007), but balancing would be possible in the three-rings, as suggested 

by a purchaser, due to shared knowledge of suppliers and parts. 

Supplier claims, quality and delivery problems can cause deviances, but deviances can also be 

caused internally at Scania. An example of an internal deviance is late design changes, which 

is related to the core value respect for individuals stated in Scania SPS and R&D Factory 

(Scania CV AB, 2007; Scania CV AB, 2012). There is a need for a better understanding of 

what effects late changes can have further down the stream, one external interviewee stated. 

Thus a better respect for individuals and a better understand of what late changes can imply, 

should result in fewer internal deviances. Another example of when internal deviances can 
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occur is related to cross-functional communication. This was identified in the empirical 

framework, where several interviewees stated that better communication between the 

purchasing department and R&D as well as between the purchasing department and the 

marketing function, would results in fewer deviances. The empirical findings confirm that 

communication barriers can cause knowledge waste, as stated by Ward (2007). 

The five questions asked by managers at R&D help employees to find the root cause of the 

problem as well as changing the mindset of problem solving (i.e. towards a solution based 

mindset). This is how Scania R&D utilizes Barashi (Oosterwal, 2010) where problems are 

broken down into tangible activities on order to solve the problem. Employees must be 

determined to find the root cause of the problems instead of just pushing the problem or 

activities forward according to a business developer at Scania R&D. Therefore, Scania 

Purchasing and specifically SGC should utilize Barashi in a similar way as Scania R&D does.  

Since deviations are standard work, Scania Purchasing has developed a standard way of 

handling these deviations. The Deviation Handling Process (Scania AB, 2013d) includes how 

the deviation should be handled, but there is no connection to Visual Planning or an issue 

board in this process. The Deviation Handling Process should also include explanations of 

how deviances are broken down into manageable activities, thus changing mindset from 

problem identifying to problem solving.  

5.2. Planning 
There is no standard way of planning and following up activities, which can be viewed as 

small projects, at Scania Purchasing. Purchasers plan their activities using Excel sheets, in 

activity lists, in Outlook calendars, in the PPR sheets, in project templates or by external 

parties whom plan their activities. Purchasers at SGC also struggle with knowing when to 

plan, due to the variety of complexity and size of the activities. Hence, there is a high degree 

of uncertainty in the small projects. Uncertainty in projects is mentioned in literature (Maylor, 

2010; Turner & Cochrane, 1993; Payne & Turner, 1999), where the level of uncertainty for 

projects will affect the accuracy and level of detail that the project plan will have (Maylor, 

2010; Collyer & Warren, 2009). The planning approach used at Scania Purchasing must be 

adapted to the high level of uncertainty. 

Planning approaches such as combat planning, railroad planning and rolling wave planning all 

depend on the degree of goal and/or method uncertainty (Maylor, 2010; Turner & Cochrane, 

1993; Payne & Turner, 1999). However, projects with high uncertainly demands more 

continuous planning to happen if they ought to be successful, and as new information is 

discovered along the project (Hans, Herroelen, Leus, & Wulling, 2007). The purchasers‟ 

small projects show more similarities to projects with high uncertainty described in literature, 

hence a combat planning or rolling wave planning should be suitable. Additionally, Payne and 

Turner (1999) state that projects with high uncertainty need to be handled case-by-case, which 

is the case at Scania Purchasing, where purchasers claim that they plan activities daily. This is 

evidence of high uncertainty in the activities purchaser currently work with.  

Apart from the uncertainty of projects, another issue regarding planning was identified at 

Scania Purchasing. The activities lacked connection to an overall strategy. This is a common 

problem described by Maylor (2010), whom state that traditionally there has been a weak link 

between the organizational strategy and project strategy. To achieve a link between the 

strategic and operational level of project planning (Hans, Herroelen, Leus, & Wulling, 2007) 

and thus align short-term activities with the organizations long-term goals and objectives, a 

strategic approach in project planning, such as Hoshin Kanri (Liker & Morgan, 2006), should 

be used  at Scania Purchasing. 
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Another planning related issue identified in the empirical framework is that projects at SGC 

vary in size and a lot of small projects are not planned at all. However, planning small 

projects on the operational level are very difficult to plan accurately because day-to-day 

activities (e.g. meetings, e-mail conversations) intervene according to Eckert and Clarkson 

(2010). Because commodity purchasers handle a large number of individual activities, it is 

difficult for them to plan all their projects.  

Another problem connected with planning is the firefighting, e.g. when an employee who 

makes a bad plan or time estimate but manage to solve this with a fire-fighting schedule. This 

behavior is often more rewarded than the employee who makes a good plan or time estimate 

from the beginning and thus avoids the resource consuming fire-fighting (Eckert & Clarkson, 

2010). Firefighting also occurs at Scania, as two interviewees stated that Scania is an 

organization that rewards firefighting. Hence, applying proper planning approach and produce 

accurate time estimates (Hans, Herroelen, Leus, & Wulling, 2007) are not rewarded. Womack 

and Jones (2003) also present a situation where employees are reluctant to adopt a 

standardized way of working (e.g. planning) because of the fun in the challenge of fire-

fighting. However, if all purchasers are forced to plan their commercial activities in the same 

way, firefighting can be reduced.  

5.2.1. Milestones 
The PPR-sheets, used by purchasers at SGC to describe their commercial activities, do not 

include any milestones, which is an issue causing delays according to the empirical 

framework. Using a more prescriptive plan, which would show what should be done and how 

to do it (Eckert & Clarkson, 2010), would be beneficial to get a better understanding of what 

needs to be done in order to finish the activity in time. Hence, the PPR-sheets should include 

scheduling of milestones for every commercial activity. This would help purchaser to plan 

activities better, grasp the activities easier and help them to keep their plans better. 

Yang and Sum (1997) stated however that one big issue with scheduling of plans is to create 

good estimates of due dates and milestones. Furthermore, Oosterwal (2010) identified the key 

for success in projects with high uncertainty is to create cadence and flow in the project 

through the usage of milestone events that should never be missed. Therefore, the milestones 

for each commercial activity must be chosen carefully to only include unavoidable milestones 

in order to finish the activity. Additionally, a few purchasers at SGC already use milestones 

for their commercial activities. These milestones are however only stated in their own Excel 

sheets, but it indicates that milestones are needed for the commercial activities.  

5.2.2. Prioritizing and Dependencies Problems 
Prioritizing problems occurs when deviances draws attention from the commercial activities. 

Since top priority is to keep production rolling at Scania, solving deviances has higher priority 

than commercial activities. This has vast implications for the planned activities stated in the 

PPRs, causing delays if the deviations take up a lot of time. A problem related to prioritizing 

and dependencies is that PCRs (Product Change Requests) do not have a high priority at 

Scania R&D if they concern spare parts, as identified in the empirical framework. These 

dependencies are difficult to plan due to uncertainty and not knowing how long time it takes 

for the external party to finish their activities (Maylor, 2010; Turner & Cochrane, 1993; Payne 

& Turner, 1999).   

Dependencies can therefore cause waste due to communication barriers and waiting (Ward, 

2007). Both wastes are identified in this scenario, where the purchasers must communicate 

across functional boundaries and then wait for an answer. However, spare parts do not cause 

stops to the production line, which may be one cause of lower priority at Scania R&D. 
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Respect for the individual, which is a core value in Scania SPS and R&D Factory (Scania CV 

AB, 2007; Scania CV AB, 2012), should be applied in the case to reduce waste in waiting and 

aiding the cross-functional communication.  

Cross-functional communication is inevitable for purchasers because the purchasing functions 

often develop strategies and plans in cross-functional teams to be able to involve specialists 

and expertise in the purchasing process, according to van Weele (2010). This is however only 

the case for project purchasers at Scania Purchasing. Commodity purchasers on the other hand 

work more independently and collaborate mainly in their three-rings, i.e. within the 

purchasing function.  

If dependencies need to be planned, these can be described by using tools and methods to 

sequence and state dependencies of activities (i.e. Gantt charts, Work Breakdown Structure, 

CPM/PERT (Maylor, 2010; Monczka, Handfield, Giunipero, & Patterson, 2011; Eckert & 

Clarkson, 2010)). Common for all these methods is that they seek to sort out the dependencies 

between tasks to determine in what order and when tasks need to performed to achieve the 

desired end result. However, Eckert and Clarkson (2010) questions these methods because 

they say little about exactly how the activities are dependent and Ward (2007) states that the 

methods creates knowledge waste since the dependency express hand-over of responsibility 

rather than exchange or usage of knowledge. This notion was confirmed by a purchaser whom 

stated that it is easy to plan own activities, but difficult to plan if external help is needed. 

Hence, waiting for external parties to finish their tasks is knowledge waste due to waiting 

(Ward, 2007). Consequently, dependencies need to be taken into account when planning 

activities at Scania Purchasing. This is however a larger problem for project purchasers than 

for SGC and other commodities. 

5.2.3. Time Related Problems 
Purchasers at Scania Purchasing plan and set due dates using own experience. Although the 

purchasers look at old cases which are similar to better estimate the complexity and time 

frame of the activity, the time estimates are still done by experience. Furthermore, there is 

little respect of keeping due dates at Scania Purchasing according to the empirical framework. 

The theoretical framework also identities the issue of scheduling of plans is to create good 

estimates of due dates and milestones (Yang & Sum, 1997). The commercial activities 

planned in the PPR-sheets are commonly planned using „wishful thinking‟ which is to just set 

up some milestones and delivery dates and hope that these are met (Maylor, 2010).  

The rolling wave method of planning is an approach suited for planning when uncertainty 

regarding goals or methods is less uncertain the more we know about it (Maylor, 2010; Payne 

& Turner, 1999), i.e. the goals and methods are certain in a near time frame. Hence, this 

approach is suited for the commercial activities planned by purchasers at SGC, because they 

usually know what the next step is but not if any delays or uncertainties occur in the long 

term. Typically using the rolling wave method, means that the only include rough estimates of 

time, cost and resources and where only a few milestones are scheduled in the beginning 

(Eckert & Clarkson, 2010). An overview plan is often to exposes fundamental faults with the 

plan before time has been wasted on creating a detailed plan (Maylor, 2010) and a more 

detailed plan should only be made on a fairly short-term basis since the activities that needs to 

be undertaken and their sequence will depend on decisions made during the project (Eckert & 

Clarkson, 2010; Maylor, 2010).  

Another way of handling deviances is to leave space in the plan, which was suggested by 

interviewees as well as by Granroth & Holmlöv (2011). In the interviews it was suggested 

that between 50 % to 80 % of ones total time could be planned with activities to be able to 

handle unexpected events and deviations. However, a purchaser at SGC tried to leave space in 
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the plan, but it did not help since deviances occurred irregularly and it was impossible to 

estimate when all should occur. However, leaving space in the plans, i.e. scheduling the 

milestones and leaving space for errors or delays should be the preferred approach at SGC and 

at Scania Purchasing.  

5.3. Performance Measurements and Follow-Up 
Purchasing organizations tend to use KPIs and van Weele (2010) states that evaluation of the 

purchasing performance will lead to better decision-making and detection of deviances from 

planned results in a constructive way. Furthermore, Oosterwal (2010) identified that KPIs 

play a key role in providing teams information on plan progress or if they are achieving goals.  

Additionally, Hines et al. (2011) stated that it is recommended to display the KPIs to the 

group because visualized KPIs are easier to understand and it facilitates more immediate 

action.  The KPIs at SGC are visualized on the Visual Planning board, where quality and 

delivery KPIs are visualized in the weekly report and the cost KPI is visualized both in the 

weekly report and on two graphs showing both the forecast and the actual outcome of the cost 

savings calculated per truck. 

Many organizations tend to focus on financial KPIs (Kaplan & Norton, 1992). Only 

measuring financial performance of an organization only show action already taken 

retrospectively and say little about future performance (Maltz, Shenhar, & Reilly, 2003). In 

alignment with this situation described in literature it was revealed from the interviews at 

Scania Purchasing that an emphasis was put on the financial performance due to the high 

focus on the cost KPI. This also confirms the expression that “what you measure is what you 

get” by Kaplan and Norton (1992). The KPIs used at SGC today are divided into three 

categories with descending priority order in alignment with the SPS House and R&D Factory; 

quality, delivery and cost. A purchaser at SGC however stated that cost KPIs have the biggest 

focus of quality, delivery and cost KPIs. This is also confirmed by a business developer at 

Scania Purchasing, whom stated that “cost is chosen because that is what purchasing is all 

about to a great extent”. This may imply that the priority order is opposite where quality has 

the highest priority followed by delivery and finally cost which has the lowest priority 

amongst the three. However, an explanation to this notion is that the priority rule is only 

applied when there are deviances or other needs for prioritization. Hence, if the quality and 

delivery are under control, the purchasers can focus on cost. Nonetheless; a balanced 

approach to KPIs is preferred to facilitate a balanced performance evaluation. 

The scorecard used by Scania R&D to collect and visualize their KPIs  show similarities with 

the Balance Scorecard framework developed by Kaplan and Norton (1992). Their adaptation 

of the Balanced Scorecard is visualized on an A3-sheet, and is placed in connection to the 

Visual Planning board. Hines et al. (2011) states that organizations should have metrics that 

are both easy to manage and understand to avoid waste, which is the purpose of the adapted 

Balanced Scorecard, according to a business developer at Scania R&D. A business developer 

at Scania R&D believed that the Balanced Scorecard they use can be implemented at Scania 

Purchasing straight away. However, since Scania R&D introduced their adaptation of the 

Balanced Scorecard a few years ago, they have encountered several problems with the KPIs 

and they still struggle with the finding the right KPIs to fit the organization. This aligns with 

previous research that concluded that it may be hard to find the right KPIs to use in the 

Balanced Scorecard framework and that it may be difficult to use in teams (Meyer M. W., 

2002; Meyer C. , 1994). 

Previous research has identified some drawbacks with KPIs. Too much data and wrong data 

can be a problem when measuring performance along with only measuring on a short-term 

basis, thus empowering wrong performance and measuring the wrong things (Monczka, 
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Handfield, Giunipero, & Patterson, 2011). Additionally, too many measurements simply 

result in information and administration overload rather than supporting decision-making and 

further actions (Meyer C. , 1994; Kaplan & Norton, 1992). Information and administration 

overload also generate the information waste flow excess (Hicks, 2007). During the 

interviews with the purchasers it was revealed that some KPIs currently measured and 

displayed provided little value and were rarely used. A business developer at Scania R&D 

stated that the group needs to be able to act upon their KPIs. 

Furthermore, Bhagwat and Sharma (2007) found that financial KPIs are well developed in 

supply chain management organizations and that non-financial KPIs lack formal structure 

which lead to that emphasis remains on the financial measurements. These theoretical 

findings are confirmed by the situation at Scania Purchasing. One thing that might explain 

why cost KPIs in this case have higher focus than quality KPIs is, as an interviewee stated, 

that quality measures are difficult to grasp and understand. The interviewee added that the 

employees think it is difficult to know how to act upon quality errors, since they may have 

happened a long time ago. Additionally, a business developer at Scania R&D also stated that 

in their balanced scorecard, they group didn‟t understand the quality KPIs. Furthermore, 

delivery KPIs can also be difficult to grasp and understand and it can be difficult to find a 

suitable delivery KPI. 

All these issues regarding KPIs put a lot of pressure on finding and developing the best suited 

KPIs for the organizations and questions if KPIs are necessary at all. But since KPIs are key 

to manage processes, controlling project and in decision making as well as they enable a more 

objective follow-up on projects (Bashir & Thomson, 1999; Bhagwat & Sharma, 2007; van 

Weele, 2010), organizations continue to develop and use KPIs. An improvement suggestion 

regarding KPIs, stated by an external interviewee, would be to introduce more subjective 

KPIs, for instance on productivity or how the employees feel. This notion is also confirmed 

by the pre-study to this thesis which showed that peer evaluation on perceived productivity 

and work completion could be used with success to track progress and deviances in projects 

(Berglund, Blackne, & Jansson, 2013). This implies that more groups at Scania Purchasing 

should implement KPIs based on peer evaluation to capture the human aspect of the work. 

Peer evaluated KPIs are already implemented at some groups at Scania Purchasing to measure 

work load of team members. Such peer evaluated KPIs are a first step towards coping with the 

critique that the Balanced Scorecard lacks a human factor (Maltz, Shenhar, & Reilly, 2003). 

Finally, a potential issue with KPIs is that they may have a sequential correlation and thus 

providing little new information (Cai, Liu, Xiao, & Liu, 2009). From the interviews with the 

purchasers at Scania Purchasing, one concern regarding KPIs is that they need to reflect how 

the purchasers work, be as few as possible and that the KPIs need to be smartly developed. 

However, if the employees do not understand or use the measurements, in this case quality 

and delivery KPIs, these measurements are viewed as unnecessary or waste. This is related to 

one of the reasons for knowledge waste which is hand-offs due to useless information (Ward, 

2007). Hence, if the group does not understand or use the KPIs, they are waste. Organizations 

should have metrics that are both easy to manage and understand to avoid waste (Hines, 

Found, Griffiths, & Harrison, 2011) and Monczka et al. (2011) suggests that measuring 

performance in purchasing and supply chains can support better decision making and 

communication as well as provide feedback and motivation. However, an interviewee stated 

that in order for the KPIs to be visualized on the Visual Planning board, there must be a need 

for the KPIs and they must be used followed up every day. Hence, a balanced approach to 

KPIs demands that KPIs are smartly developed to be relatable, specific, actable, measureable, 

and understandable and few.  
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5.4. Visual Planning 
Visual Planning is not primarily used to communicate and coordinate at SGC; in contradiction 

to what two external interviewees stated was the main purpose of using Visual Planning. SGC 

use Visual Planning to discuss and follow-up on deviances and they are compiled in a list at 

the top right corner of the Visual Planning board. A follow-up on the status of deviances is the 

first thing of that is discussed during the morning meeting. The theoretical framework 

supports that Visual Planning can be used to handle deviances, spot problems and discuss 

issues (Söderberg & Alfredson, 2011; Olausson & Berggren, 2010; Scania CV AB, 2012) and 

the purchasers at SGC all think that the Visual Planning meeting is a good forum to discuss 

and handle deviances.  

The empirical framework identified that it is important to solve deviances as quickly as 

possible, before they can cause larger problems. Hence, Visual Planning at Scania Purchasing 

plays an important part of solving problems because the board visualizes deviances as soon as 

they happen. This is related to Hines et al. (2011, p.172) who suggest “if information is 

visible in workplace, problems are detected earlier”. Hence, a visual system for identifying 

and discussing deviances is a good solution. In order to solve deviances quickly, the group 

members of SGC share experience on how they should handle different deviances. Sharing 

experience is facilitated by the Visual Planning meetings, where all group members meet and 

discuss important matters, which the empirical framework identified as a positive part of the 

Visual Planning method.  

Scania R&D uses an issue board where they break down issues into tangible activities that 

will solve the issue. The issue board is located in connection with the Visual Planning board 

and managers at Scania R&D ask the five questions when issues are brought up. Combined 

this creates a system for handling issues and managers at Scania R&D try to change the 

mindset of the employees from being problem identifying to becoming more problem solving 

by asking the five questions. Issue board and Visual Planning facilitates a problem solving 

mindset which is also identified by Eisenhardt (1989), whom state that problems can be 

solved faster and decisions made faster with the use of Visual Planning. Scania Purchasing 

must therefore adapt the mindset and the problem solving structure used at Scania R&D. 

Hence, this should be incorporated to the Visual Planning meetings at Scania Purchasing.  

Another part of the Visual Planning meeting is the follow-up of activities, which are stated in 

PPR-sheets at SGC. The empirical framework identified an issue with this follow-up method, 

because the delivery of the commercial activities in the PPR-sheets are not requested by 

anyone nor delivered to anybody. A purchasers stated that there is little respect for due dates 

at Scania Purchasing. The theoretical framework states that activities must be completed upon 

request from a customer, i.e. pulled (Morgan & Liker, 2006; Ward, 2007; Womack & Jones, 

2003), which is not the case at Scania Purchasing. An external interviewee stated that Visual 

Planning is a pull system which is verified by Greif (1991). Hence, the delivery of activities 

must be better requested for the Visual Planning to work and SGC must solve this problem by 

further requesting the delivery of the activities and questioning if the activity is not completed 

on time. 

5.4.1. Communication and Coordination 
Toyota uses Oobeya to communicate and coordinate project planning and follow-up (Morgan 

& Liker, 2006; Söderberg, 2012; Kennedy, Harmon, & Minnock, 2008) and visual 

management tools (such as Visual Planning) plays a big part of Oobeya (Oosterwal, 2010; 

Kennedy, Harmon, & Minnock, 2008). Scania has adopted this mindset of visual 

communication which is apparent through the use of Visual Planning at their production 

facilities, R&D and purchasing. However, at SGC the purchasers stated that communication 
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and coordination are not the primary part of their Visual Planning meeting. Two external 

interviewees stated that the main purpose of using Visual Planning is to communicate and 

coordinate. This notion is verified be Lindlöf and Trygg (2012) whom found that Visual 

Planning improves team communication in R&D teams. However, the empirical framework 

does not agree with this notion, which indicates that the purchasing department differs from 

R&D teams in terms of communication and coordination needs.   

Although communication is not the primary part of the Visual Planning meeting, the 

communication must be structured in order for only relevant topics to be pulsed. An external 

interviewee stated that Visual Planning gives meeting a structure as well as it gives an 

overview of the group. Hence, both the theoretical and empirical findings suggest that Visual 

Planning is a good forum to meet and communicate. Furthermore, Visual Planning facilitates 

spontaneous discussions during and after meetings, which helps teams to discuss and solve 

problems with or without the involvement of managers (Olausson & Berggren, 2010; 

Söderberg & Alfredson, 2011). This is also the case at Scania, which strengthens the 

theoretical findings that Visual Planning facilitates spontaneous discussions after the meeting. 

5.4.2. Leadership 
Visual Planning is the manager‟s tool according to a SPS Manager at Scania. It is a steering 

method and the manager‟s tool that enables the manager to secure that the employees has the 

possibility to complete their deliveries and that the resources are used efficiently, the manager 

further added. An external interviewee stated however that Visual Planning is either a tool for 

management control or a communication tool for the team members, and in this case the role 

of the manager is secondary. This contradiction is also noticed in theory, where Visual 

Planning is found to help teams to discuss and solve problems with or without the 

involvement of managers (Olausson & Berggren, 2010; Söderberg & Alfredson, 2011). 

Hence, teams need to decide if the Visual Planning method should primarily be the manager‟s 

or the team‟s tool, or if a middle ground can be found. However, the empirical findings cannot 

suggest which situation is the best. However, literature impose that the Visual Planning 

should not be forced upon a group as well as a command and control situation may 

demotivate a team (Parry & Turner, 2006; Bergman & Klefsjö, 2012; Womack & Jones, 

2003). 

However, Visual Planning boards can help managers to coordinate projects or activities 

(Lindlöf & Söderberg, 2011) and teams get more involved in an iterative planning process 

(Olausson & Berggren, 2010). These theoretical findings all indicate that managers and teams 

can use Visual Planning together to plan and coordinate activities and these findings are 

verified by the empirical framework, where Visual Planning is used by both the teams and the 

managers. Additional theoretical findings are also verified by the empirical framework, such 

as that Visual Planning facilitate faster decision-making (Eisenhardt, 1989), that the meetings 

also decentralized the decision making process (Greif, 1991) and that managers follow-up on 

deviations or KPIs during Visual Planning meetings (Scania CV AB, 2012; Söderberg & 

Alfredson, 2011; Olausson & Berggren, 2010). In conclusion, teams and managers play a big 

part of in the use of Visual Planning. Additionally, benefits with the method must be 

identified in order for the method to work properly, according to the empirical findings. 

5.4.3. Level of Detail 
Söderberg (2012) discusses the use of sticky notes to post activities on the Visual Planning 

board, where the activities are written down on the sticky notes, posted on the board and 

easily moved if the activity is finished earlier or delayed. Scania R&D uses sticky notes on 

their Visual Planning boards and this system works for them, according to the empirical 

findings. Groups at Scania Purchasing however, have stopped to use sticky notes because they 
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felt that the sticky notes required too much effort to maintain. Furthermore, the groups also 

did not like that the activities posted on the Visual Planning board got too detailed. This was 

also the case at SGC, who stopped using sticky notes and replaced these with the PPR-sheets 

used today. Theoretical findings states that activities posted on the Visual Planning board 

should contain information that adds value to the group. Hence, sticky notes are better suited 

for teams that work together with projects in a R&D organization, than it is in a purchasing 

environment with a higher level of individual work, according to the empirical findings. 

A rolling wave approach (Maylor, 2010; Payne & Turner, 1999) is suited for the activities 

planned in the PPR-sheets, because the plan is on a higher level with rough estimates of time, 

cost and resources and where only a few milestones are scheduled (Eckert & Clarkson, 2010). 

Hence, this approach is also suited for the purchasers because it keeps the plans on a high 

level of detail and since they plan continuously, according to the empirical framework, this is 

further strengthening the case for a rolling wave approach. Additionally, the empirical 

framework also identified that the focus of the Visual Planning board should be on deliveries, 

not activities, which is achieved with the rolling wave approach.  

5.4.4. Short and Frequent Meetings 
One of the two main components of Visual Planning method is the short and frequent 

meetings (Söderberg, 2012) i.e. the daily morning meetings which are adopted throughout 

Scania. From the empirical framework, it is possible to determine that the meeting part of the 

Visual Planning method is the preferred component and always mentioned as the best part of 

with it. The meetings facilitate a forum for discussions, information, problem solving, 

coordination, reporting absence as well as it facilitates a “nice-to-know” situation, where 

group members get to meet the entire group, small talk and get a glimpse of what the other 

group members are working on.     

A business developer at Scania Purchasing stated that daily frequency of meetings is good 

because keep information fresh, which is also supported by an external interviewee. The 

business developer at Scania Purchasing added that it can be perceived as wasteful to only 

meet weekly because the information can become obsolete and irrelevant. This is related to 

Hicks (2007), who identified that information waste can occur due to failure demand, i.e. 

resources and activities needed to overcome lack of information, which may be the case the 

meetings are on a weekly basis. Furthermore, the empirical framework also found that having 

short group meetings in the morning resulted in fewer meetings during the day. Hence, a daily 

frequency is preferred by both the theoretical and empirical framework.  

5.4.5. KPIs on the Board  
A SPS Manager at Scania stated that KPIs are a compulsory part of Visual Planning, and the 

empirical framework agrees on this notion. Therefore, the empirical framework concludes that 

Visual Planning, with its short and frequent meetings, is a good forum to present and follow-

up on the groups and organizations KPIs. Literature also identifies benefits of visualizing 

KPIs on Visual Planning boards, where Masciletti (2007) found that sharing data with Visual 

Planning can save time.  

However, there must be a need for the KPIs to be visualized and followed up every week, 

according to the empirical findings. At SGC, handling deviations is the primary part of Visual 

Planning, and other components of the Visual Planning board (e.g. KPIs) are secondary. This 

is also the case in literature, where Parry & Turner (2006) found that KPIs visualized on 

visual management boards should be secondary to the progress process. Nonetheless, Bashir 

and Thomson (1999) identified that KPIs are key to managing any process and enable a more 

objective follow-up on projects. Hence, KPIs should be visualized on the Visual Planning 
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board, based on both theoretical and empirical findings. A balanced scorecard adopted to fit 

the purchasing department would be a good solution according to a business developer at 

Scania R&D. A balanced scorecard would also collect the visualized KPIs on a single sheet, 

thus making the boards more visual and cleaner by only displaying relevant information. 

5.4.6. Balancing 
Balancing activities is difficult and not something that happens often at Scania Purchasing, 

according to the empirical framework. However, in crises situations the manager has stepped 

in and delegated tasks to the rest of the group. The empirical framework has also identified a 

few difficulties with balancing. First of all are redundant competences are needed to balance 

activities and secondly balancing takes time to due to the time it takes to learn the activity for 

the other person. Hence, the empirical framework has identified major obstacles for balancing 

activities which are also identified by Lindlöf and Söderberg (2011), whom found that hand-

over of tasks or balancing can be problematic and that “leveling of workload in the teams is 

problematic where competences differ” (Lindlöf & Söderberg, 2011, p. 278) as well as 

Womack & Jones (2003) whom identified the importance of cross-skilled workers for 

balancing. Hence, both empirical and theoretical findings suggest that balancing is difficult. 

However, Lindlöf and Söderberg (2011) also found that Visual Planning is a forum where 

work load can be balanced between group members and this is also the case at Scania R&D, 

where group balance work load during Visual Planning meetings. Scania R&D use Andon, a 

signal to indicate problems (Oosterwal, 2010; Modig & Åhlström, 2011), to identify and 

balance work between the group members. Another factor affecting the ability to balance 

work load is that balancing of work is highly dependent on standardized working methods 

(Womack & Jones, 2003). This was also identified by a business developer at Scania R&D, 

whom stated that if employees work in a standard way, e.g. plan their activities with the same 

milestones, this would make it easier to balance tasks.  

In conclusion, balancing can be implemented in some way at Scania Purchasing. However to 

what extent and how it should carried out is difficult to say, but the Visual Planning method, 

daily meetings and a standardize way of working can help to the balance activities. Empirical 

findings suggest that the three-rings can be used to balance activities due to their redundant 

competences of suppliers are parts and the purchasing assistants can be used in a greater 

extent to balance administrative tasks. 

5.4.7. Digital Visual Planning Boards 
Two external interviewees stated that digitalization of the Visual Planning method should not 

change the method; the boards should only be replaced with digital screens. Tools should not 

decide the way groups are working, a business developer at Scania R&D added. Scania has 

however identified concerns regarding digital plans, that they consumes a lot of time and it 

gives people a reason not to meet (Granroth & Holmlöv, 2011). The meetings have already 

been identified as the most important part of Visual Planning, according to the empirical 

framework, and digital methods can therefore take away or decrease meetings. Literature has 

also identified that the software planning tools may result in less communication within the 

team due to loss of the social factor (Lindlöf & Söderberg, 2011). However, literature have 

identified that the software tools have the advantage over analogue methods that it can work 

for teams distributed at multiple sites (ibid). Scania‟s organization however, is centralized to 

Södertälje and this advantage with digital Visual Planning boards is therefore deemed 

unnecessary according to the empirical findings.  
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Another benefit digital Visual Planning boards is that track causal links between activities and 

save history of project progress (ibid) thus decrease the amount of administrative work, which 

was also mentioned by an interviewee. However, two external interviewees stated that digital 

boards should not have too many features and an automated system is not good, because the 

group must have control over the system. Too many features can increase the ability of 

computer software to expand the information displayed which may lead to an information 

overload (Parry & Turner, 2006). Additionally can software plans, which only the few people 

have access to, create loss of ownership and control of the data amongst the team (ibid). This 

will also create knowledge waste because the plans are made in software that only a few 

people or workstations have license to (Hicks, 2007). Hence, digitalization of Visual Planning 

should only change the screen, not the way the teams are working, according to the empirical 

and theoretical findings. Additionally, software plans may be beneficial for teams separated 

on different locations; however this is not the case for Scania.  

5.4.8. Meeting Agenda 
Empirical findings suggest that Visual Planning agendas are a good way to structure the 

communication at Visual Planning meeting. These agendas at Visual Planning meetings are 

related to a pull system (Greif, 1991), since not all information is requested on a daily basis, 

an agenda provides a structure to reduce wasteful information which does not need a daily 

pulse. Hence, agendas decrease waste due to flow excess, i.e. time and resources needed to 

cope with excessive information, because agendas decrease the amount of meaningless 

information (Hicks, 2007). This is related to traditional waste due to overproduction 

(Womack & Jones, 2003).  

Additionally, two external interviewees stated that everything that needs a pulse should occur 

at daily meeting. Hence, an agenda will identify and structure which topics should be pulsed 

on a daily basis respectively on a weekly basis. Agendas are used at Scania Purchasing and 

R&D today and the empirical framework indicates that these agenda gives the meeting a 

structure. Additionally, the empirical framework found that agendas limit the amount of 

topics pulsed every day, thus keeping the meetings short. 
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5.5. Workshop 
During the workshop, three things were discussed; activity planning, KPIs and the design of 

the Visual Planning board. Furthermore the components of the Visual Planning board were 

prioritized by each purchaser. The combined priority rating is presented below (where 

components without a single rating are not included): 

1. Deviances 

2. Activities (PPR) 

3. Quality KPI 

4. Delivery KPI 

5. Weekly Report 

6. Lessons learned 

7. Cost KPI 

8. Negotiation Sheet 

9. Improvement Suggestions 

Regarding activity planning, the following topics were discussed and summarized below: 

 The PPR-sheet is a good way to get a reminder of which activities are currently 

undertaken or in progress. However, the sheet is not visual and adding a color code 

might be a possibility. Furthermore, the PPR-sheet could include other activities 

besides the commercial activities. 

 Regarding the possibility of introducing milestones for the commercial activities, these 

can be included in PPR, to better reflect on how milestone delays can affect the set due 

dates. 

Topic of discussion concerning KPIs is summarized and presented below: 

 The cost KPI used today is good, but quality and delivery KPIs are harder to visualize. 

 Quality and delivery lists on supplier basis (top five on volume value) is requested if 

possible 

 Another idea is to display quality reports in progress in a separate list 

 Scania Purchasing is about to introduce a new delivery KPI: delivery precision 

 The Weekly Report includes all quality, delivery and cost KPIs already, but the report 

is not visual. A solution to this would be to display a bigger weekly report, e.g. on an 

A3-sheet 

 A suggestion is to add a subjective KPI of how the purchasers work load is, but it may 

be difficult because everybody has different levels of stress. Subjective KPIs are used 

at a few purchasing groups today. 
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The discussion about Visual Planning is summarized below: 

 The list of deviations is the most important part of the board. Deviations should be 

seen as a call for help, but it is however difficult to know when deviations should be 

put on the list, how big they must be and when it should be taken down from the list. 

A conclusion for these issues is to develop guidelines.  

 An improvement suggestion to the list of deviances is to include two more columns 

where next action or plan is stated and a prioritization of the posted deviances. 

Another suggestion is if these deviances should result in new activities (visualized in 

PPR-sheets or in a separate list). 

 The PPR-sheets should continue to be visualized on the board. Additionally supplier 

visits/absence under each PPR-sheet should also remain, but used better. Larger and 

more visual PPRs are also requested to fit more details regarding activities and KPIs. 

 Another suggestion is to clean away components of the Visual Planning board that 

isn‟t used (e.g. IMDS graph, back order, manually approved invoices) 

Additional topics were also discussed during the workshop. The daily morning meeting is 

perceived as good by the entire group, where they state that it is nice to see if everybody is 

okay and what they are working on. 
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6. Discussion 
The purpose of the thesis stated that the proposal should include a better way to plan activities 

and handle deviations. The empirical framework confirmed this notion and identified that 

there is a need for a better way to handle deviations at SGC as well as a standardize way of 

planning activities. Since the deviations caused a lot of delays to the commercial activities; 

the deviations needed to handle in a better way and the activities needed to be planned better 

in order to counter these unexpected events. 

Hence, the suggestion of introducing milestones for the commercial activities will force the 

purchasers to plan their activities as well as planning these activities using a more 

standardizes method. Although introducing milestones has not been tested, it is a good way to 

force the purchasers to plan milestones and it is a significant step forward of reducing delays, 

as stated in theory and validated during the workshop.  

Planning itself helps to keep more due dates and if milestones are used, the activities are more 

understandable of what they consist of and it is easier to act on activities on a short term basis, 

as the empirical and theoretical framework identified. Planning milestones also helps the 

purchasers to practice and improve their time estimations, which is another important factor 

for decreasing the amount of delayed commercial activities. Additionally, if the activities are 

requested more, i.e. a pull system (Greif, 1991), this will also result in fewer delays due to a 

better follow-up where the manager can raise concerns if the activities are not finished in 

time, thus inflicting guilt on the purchasers if they do not keep their due dates.  

The purpose of the thesis also stated that the proposal should include a way to visualize the 

plans on an individual and aggregated level. It is a good idea to aggregate the planned 

activities, which would make it easier for the manager to find information faster and force to 

purchaser to plan and keep their activities on time. However, due to limited time this was not 

included in the proposal, but the possibility of such way was investigated. An Excel document 

can be used to collect data from the purchasers‟ PPR-sheets, thus aggregating the planned 

activities. However, Excel documents collecting data from other Excel documents are 

complicated, as modifications to the file names would result in data not being collected. 

Hence, this solution would not be robust and simple enough. 

The Balanced Scorecard framework, presented by Kaplan and Norton in 1992, has received a 

lot of critics (Meyer M. W., 2002; Meyer C. , 1994; Maltz, Shenhar, & Reilly, 2003). 

However it is still a popular framework and Scania‟s R&D organization have implemented 

their adaptation of the framework and are currently trying to adapt its components (KPIs) to 

fit their organization. There is also a need to improve the way KPIs are handled at Scania 

Purchasing today, as identified in the empirical framework.   

Hence, a balanced scorecard will be proposed and introduced to SGC. This thesis will 

therefore contribute to the actual use of the KPIs in the Balanced Scorecard framework, 

particularly how it is used in a purchasing organization. All KPIs used at Scania Purchasing 

would be collected to a single framework, which would facilitate a better and easier follow-up 

since all KPIs are collected and updated at the same time as well as such a framework will 

increase visibility if the framework is displayed on Visual Planning boards.   

The empirical framework also identified the need of a subjective KPI at Scania Purchasing 

regarding stress level of work load. This need is related to the lack of a dimension called 

“people development” in the Balanced Scorecard (Maltz, Shenhar, & Reilly, 2003) and the 

pre-study carried out by the researchers, i.e. tracking subjective productivity in projects 

(Berglund, Blackne, & Jansson, 2013). Hence, a subjective KPI would fulfill a purpose at 

Scania Purchasing. Additionally, a balanced scorecard adapted to fit the SGC group would 
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gather all KPIs currently used and visualize them, for example in an A3-sheet. Such a sheet 

could also include the subjective measurement, as requested by the purchasers during the 

workshop.     

Research on the Visual Planning method is in its infancy, as Söderberg (2011) stated, and 

research regarding Visual Planning in a purchasing context is limited since the majority of 

earlier research is in a R&D environment. Therefore, this thesis will also contribute to the 

field of Visual Planning by studying the method in a purchasing context as well as 

highlighting the practical use of Visual Planning.  

Firstly, there are different communication and coordination needs in a purchasing 

organization, than for example in production or R&D organizations. This is the first area 

where this thesis differs from previous research on Visual Planning (which has mainly 

focused on R&D teams). This thesis confirms the notion that in order for groups to get the 

most out of the method, they must adapt their Visual Planning method to fit their need of 

communication and coordination. If such need do not exist, then the Visual Planning method 

is not suitable, according to the empirical findings.  

Secondly, regardless if Visual Planning should be considered as the teams tool or the 

manager‟s tool, there must be a need for using the method. Although the Visual Planning 

method have previously been criticized at Scania Purchasing, all interviewed purchasers saw 

benefits with the method, mainly with the morning meeting which was described as a good 

forum to meet the group, discuss current matters and get a glimpse of  what the other group 

members are working on. Furthermore, the empirical findings saw benefits of bringing up 

problems or issues, which could easily be brought up during these meetings and escalated if 

necessary. Hence, Visual Planning facilitates a group meeting where different topics can be 

discussed, problems and issues be solved and group members can get an overview of the other 

group members well-being.   

This is the case at Scania Purchasing, where Visual Planning facilitates a forum for bringing 

up problems, sharing experience and communicating important information. However, it is 

important to only discuss relevant topics during the Visual Planning meetings, i.e. to reduce 

information waste due to flow excess (Hicks, 2007). The empirical findings identifies that 

unwanted information occurs at Visual Planning meetings, thus resulting in lack of attention. 

This notion is also confirmed by previous research (Söderberg, 2012). Consequently, the 

groups must identify and decide of what the meetings should include and what is not relevant 

to discuss during the meetings.  
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7. Conclusions 
The following section presents the conclusions of the thesis linked to the research questions. 

Research question 1a was formulated to answer how purchasers at SGC plan their activities 

today: 

RQ1a: How are the purchaser’s activities currently planned  

and followed-up at SGC? 

The empirical framework identified that purchasers at SGC plan their activities using Excel 

sheets, activity lists, in Outlook calendars, in their PPR-sheets, in project templates or by 

external parties who plan their activities. Small activities are not planned, but the larger 

activities (which can be regarded as small projects) are continuously planned. Since the 

commercial activities planned in the PPR-sheets is the main focus area for the thesis, the 

following section states how these activities are planned and followed-up in detail.  

The activities name, a short description, a due date estimated on a monthly basis and a 

calculated result of how much the activity will affect the cost per truck is stated on every 

activity. The activities are initiated by the purchasers themselves or sometimes by other 

purchasers, e.g. joint negotiation with another supplier resulting in potential cost savings. 

However, no milestones for the commercial activities are planned in the PPR-sheet, which is 

identified in the empirical framework as a cause for delays, since the purchasers forget what 

needs to be done in order to deliver the activity on the set due date. Hence, delays due to 

unexpected events and deviances cause problems (i.e. delays) to the planned activities, 

because deviances out-prioritize the commercial activities.  

The activities stated in the PPR-sheet are followed up once a week during the Visual Planning 

morning meeting, where the purchasers report the status of the activities to the manager as 

well as mentions if something new has occurred. This follow-up is often referred to as a 

reminder of which activities the purchasers should be working on according to the empirical 

framework. 

Research question 1b then aimed to suggest improvements regarding how activities should be 

planned and followed up: 

RQ1b: How can the purchaser’s activities be planned  

to better handle unexpected events, deviations and facilitate follow-up? 

Since delays are causing problems for the planned activities and the activities are planned on a 

too high level (i.e. only including name, description and a due date), a solution would be to 

introduce milestones for the commercial activities. These milestones can be stated in the PPR-

sheet and for every activity, at least two milestones should be included according to the 

empirical findings. For example, could the two milestones be Sourcing Strategy and RFQ, i.e. 

two stages of Scania‟s AP Process (Scania AB, 2013c). Milestones would also result in a 

better follow-up on a short-term basis, i.e. follow up on activities occurring this and the next 

week.  

Hence, an improved planning method at SGC should include milestones to the activities in the 

PPR-sheets. This is a way of to connect the plan on a tactical level, i.e. connect the overall 

strategy to planned activities with milestones. This will also make the PPR-sheets to a more 

perspective plan described by Eckert and Clarkson (2010), rather than the goal and 

monitoring plan it is today. The activities should be planned using a rolling wave method, 

because planning in waves is suited for purchasers since new information is discovered along 

the way. With a common, standardize way of planning introduced at Scania Purchasing, time 

estimations could be better due to the repeated practice of time estimations. 
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Research question 2a was formulated to answer how purchasers at SGC use the Visual 

Planning method: 

RQ2a: How is the Visual Planning method currently used? 

Once a day, a short and frequent meeting is taking place at SGC in front of their Visual 

Planning board. Deviances are follow-up every day and are visualized in a list. The 

purchasers‟ activities are followed-up weekly and an agenda is used to structure additional 

topics of discussion (KPIs, supplier meetings, lessons learned). Handling deviances has been 

identified as the most important of all the Visual Planning components, according to the 

workshop result.  

The board is designed so that purchasers‟ PPR-sheets are all displayed (ten sheets, one per 

purchaser) at the board along with graphs showing their KPIs and the list of deviances. The 

empirical framework however, identified several problems with the Visual Planning method 

at SGC: 

 The meetings can sometimes be viewed as information waste due to flow excess 

(Hicks, 2007), i.e. a lot of information are not requested and many components are not 

used during the meetings 

 The deliverables (i.e. the commercial activities) are not requested, which is necessary 

for a pull system to work 

 There are no guidelines for which deviances should be put on the board, when they 

should be taken them down or how the deviances should be handled 

 There is too much focus on cost KPIs today and more focus on quality and delivery 

KPIs are requested 

Research question 2b then aimed to suggest improvements regarding how Visual Planning 

should be used: 

RQ2b: How can the Visual Planning method be adapted  

to fit the needs of the SGC team? 

A daily morning meeting is recommended since it is important to keep the information fresh. 

Hence, deviances can be followed up on a daily basis, but rules regarding which deviances 

should be brought up must be developed as well as what the next step of the solving the 

deviances are. Since there is a low need for coordination between group members at SGC, the 

Visual Planning meeting should be used to share experience. For example should the meeting 

share experience on how to handle deviances in the best way.  

The board should be used to display the purchaser‟s commercial activities. Follow-up 

however, should be done on a more short-term basis, which can be achieved by introduction 

of milestones. Hence, following up on milestones instead of on activity level will lead to a 

more dynamic setting, since milestones change more on a short-term basis. Digital boards 

should not be used at SGC, nor should a sticky notes system be used. These systems are not 

deemed necessary due to everybody sitting at the same location as well as sticky notes causes 

too much “extra” work to maintain.  

Cost has the highest focus of the KPIs today; hence a balanced scorecard adapted to the 

purchasers at SGC would result in a balanced approach to all KPIs (quality, delivery and 

cost). Additionally, a subjective KPI measuring productivity or work load would add a 

“people dimension”, further balancing the focus amongst the KPIs. 

An agenda is good way to follow-up on topics that don‟t need to be pulsed every day and to 

keep the meetings short. Hence, the agenda used today should be revised to only include 

relevant topics which can be pulsed weekly.  
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8. Recommendations 
The proposal for an activity planning and follow-up method is presented below. These 

recommendations are improvement suggestions for the current situation at SGC, based on 

findings from the empirical and theoretical framework as well as validated during the 

workshop. The proposed framework is divided into three categories; activity planning, 

deviation handling and a balanced scorecard. These proposals are incremental improvements 

to the current situation, i.e. Kaizen improvements. However, these improvements should not 

be static, but continue to evolve over time thus striving towards perfection and continuously 

improving the methods as recommended by Scania‟s SPS House.    

The first part of the proposal is a new way of planning activities at SGC. Commercial 

activities for commodity purchasers planned in the PPR-sheets should include two milestones, 

see Figure 20.  

 

Figure 20. A row in the PPR-sheet with milestones included 

This will decrease the amount of delays, by heightening the awareness of what a delivery 

consist of, i.e. what near term milestones must be completed and when they must be 

completed in order for a commercial activity to be completed in time. The two milestones 

should be when the sourcing strategy is ready and when the RFQ is sent. These two 

milestones are key to completing the activities and they are part of Scania‟s AP process. 

Hence, the purchasers should plan on a tactical level, using a perspective plan and planning 

their activities using a rolling wave method, i.e. use milestones, plan what should be done and 

how as well as plan continuously when new information appears. This will result in a more 

standardize way of planning at SGC. 

The second part of the proposal is an improved way of handling deviations. First of all the 

group need to clarify and decide how big a deviance must be in order for it to be escalated and 

put on the list of deviances. Hence, guidelines must be developed. This would make it 

possible to incorporate the five questions asked by R&D managers when a problem is 

escalated, i.e. the mindset must change from being problem identifying to being problem 

solving oriented. Furthermore, Barashi should be used to break down the problems into 

activities, i.e. similar to the method used at Harley Davidson described by Oosterwal (2010). 

A column should be added to the list of deviances, where the next activity is described for 

each deviance in accordance with the PCDA method. Additionally, a coding system should be 

used where colored dots are used where: 

 A red dot next to the deviance means that there is no plan to solve it and it will require 

high priority  

 A yellow dot next to the deviance means that a plan of action to solve the deviance is 

currently under construction  

 A green dot next the deviance means that there is a plan of actions to solve the 

deviance exists and is in use.  
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A suggestion for the improve list of deviances is presented below, see Table 8.  

Table 8. A suggestion for an improved list of deviances 

Type 
(Q/D/C) 

Supplier and 
Deviance 

Responsible 
purchaser 

Code 
(Red/Yellow/

Green) 

Next action 

D Supplier A 
Bankruptcy 

Purchaser X Red Make a plan of action 

Q Supplier B 
Quality issue 

Purchaser Y Green Wait on confirmation 
from the marketing 

function 

… … … … … 

 

The third part of the proposal is a modification of the balanced scorecard framework 

developed by Kaplan and Norton (1992), which will summarize and visualize all KPIs for the 

group in an A3-sheet and display in on the Visual Planning boards, see Appendix G for a 

proposed Balanced Scorecard layout. Using a balanced scorecard will also decide which KPIs 

are relevant and emphasize quality and delivery KPIs more, since cost KPIs are dominant 

today. SGC should include service level and delivery precision on this sheet as well. 

Consequently, if all purchasing groups would use the same layout of the balanced scorecard, 

this will make the Visual Planning boards more visual for external viewers, making it easier 

to find the information the viewers are looking for. Additionally, this balanced scorecard 

should include a subjective KPI, e.g. productivity or work load, to include a “people 

dimension” on the balanced scorecard. In conclusion, a new design for the Visual Planning at 

SGC is presented below, see Figure 21. 

 

Figure 21. An improved Visual Planning board for SGC 
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General recommendations regarding activity planning and Visual Planning in a purchasing 

environment are presented below. These recommendations validate existing research and are 

based on empirical findings: 

 Visual Planning should continue to be used at SGC and Scania Purchasing with daily 

frequency 

 Important topics should be pulsed daily (e.g. deviances at SGC) 

 An agenda should be used to structure discussion topics that only need to be pulsed 

weekly 

 Every group should design their own board; adapt it to fit their needs. A workshop 

should be conducted where all components of Visual Planning should be decided. This 

will increase the acceptance of the method and be used better by the groups. 

Additional recommendations related to activity planning and Visual Planning is presented 

below, based primarily on the empirical framework: 

 There is a need for balancing activities between purchasers, so that they can manage 

they commercial activities as well as handling their deviances. Handling deviances in 

standard work at SGC and Scania Purchasing and the deviances occur irregularly. 

Administrative work is something that could be balanced, since it doesn‟t require 

specific knowledge regarding suppliers or activities and has rather short learning time. 

Balancing in the three-rings is a possibility as well as seeking help from the 

purchasing assistants. Visual Planning is good tool to balance work load with, as 

identified in the theoretical framework. 

 Splitting the Scania AP process in three; one project purchasing process (similar to the 

one today), a commodity purchasing process (for commercial activities) and a spare 

parts process (designed for the spare parts commodity). This would solve the general 

perception of having too general processes at Scania Purchasing, which was identified 

in the empirical framework. 
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9. Future Work 
This section aims to suggest future research topics as well as master theses at Scania. First of 

all, research of how a commodity group and a project purchasing group differs in regards to 

activity planning and Visual Planning needs to be investigated. This would result in better 

adaptations of the suggested recommendations in this thesis. 

Furthermore, future work could investigate how a Visual Planning for cross-functional teams 

could be developed and used. Since Scania work a lot across functions, there is a possibility to 

use Visual Planning boards for cross-functional teams. 

On the use of a Balanced Scorecard at Scania Purchasing, it would need more research of  

how such a scorecard can be implemented in a purchasing organization as well as further 

investigate how to include relevant and subjective KPIs to the framework. 

Activity planning using software aggregating plans to group level. This approach would 

investigate if this is a better way to handle plan activities to decrease the amount of delays at 

Scania Purchasing. Additionally should the use of digital Visual Planning boards at Scania be 

further investigated, since new digital are developed continuously and may be the future of 

the Visual Planning method.  

Balancing work load at Scania is a potential topic for future research, since balancing would 

perhaps decrease the vast amount of administrative work currently occupying and wasting 

time for purchasers today. Hence, how balancing can be executed at Scania Purchasing 

(which activities, how should it be facilitated, different organization to aid balancing) is 

something to investigate in future research. 
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Appendix B – Time Plan 

The time plan of the thesis is presented below. 

Stage/Task Name Start Date Finish Date 

Stage: Definition and planning 2013-01-14 2013-02-11 

Thesis introduction 2013-01-14 2013-01-25 

Planning report 2013-01-14 2013-02-11 

Time planning 2013-01-14 2013-01-18 

Risk analysis 2013-01-16 2013-01-22 

Introductory literature study 2013-01-18 2013-01-29 

Problem definition 2013-01-23 2013-01-29 

Method definition 2013-01-28 2013-02-04 

Define the frame-of-reference 2013-01-30 2013-02-11 

Plan site visits and interview 2013-01-30 2013-02-11 

Gate: Definition and planning 2013-02-11 
 KP1: Planning seminar 2013-02-12 
 Stage: Background study 2013-02-13 2013-04-05 

Internal benchmarking 2013-02-13 2013-02-22 

Literature study 2013-02-13 2013-02-22 

Retrieve literature 2013-02-13 2013-02-15 

Review literature 2013-02-13 2013-02-22 

Interview guide 2013-02-25 2013-03-01 

Interviews & site visits 2013-03-05 2013-03-22 

Gate: Background study 2013-03-22 
 Easter holiday 2013-03-28 2013-04-01 

Stage: Processing of data 2013-03-25 2013-04-12 

Transcription 2013-03-25 2013-03-27 

Analysis of data 2013-03-28 2013-04-08 

Conclusions from the data 2013-04-09 2013-04-12 

Gate: Processing of data 2013-04-12 
 Stage: Implementation 2013-04-15 2013-05-03 

Recommendations/solution proposal 2013-04-15 2013-04-19 

Evaluate recommendations: workshop 2013-04-22 2013-04-29 

Improve recommendations/solution 2013-04-30 2013-05-03 

Gate: Implementation 2013-05-03 
 Ascension 2013-05-09 2013-05-09 

Stage: Review and summary 2013-05-06 2013-05-17 

Finish report 2013-05-06 2013-05-17 

Proof reading 2013-05-13 2013-05-17 

Gate: Review and summary 2013-05-17 
 KP 2: Thesis approval and 

presentation 
2013-05-17 
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Stage: Conclusion 2013-05-20 2013-06-12 

Opposition 2013-05-20 2013-05-24 

Prepare final presentation Scania 2013-05-23 2013-05-28 

Final presentation: Scania 2013-05-29 
 Prepare final presentation KTH 2013-05-23 2013-05-28 

Final presentation: KTH 2013-05-31 
 Final corrections 2013-06-04 2013-06-06 

Gate: Review and summary 2013-06-05 
 KP3: Finalization and registration 2013-06-07 
 Submission of Print-ready document 2013-06-07 2013-06-07 
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Appendix C – Interviewees 

Role Position/Company Date 

Sourcing Manager SGS, Scania 2013-02-14 

Project Purchasing manager SMI, Scania 2013-02-20 

Sourcing manager SME, Scania 2013-02-20 

Commodity manager SGS, Scania 2013-02-26 

Manager Business Development SXX, Scania 2013-02-27 

SPS Manager SPS Office, Scania 2013-03-05 

Business Developer R&D Factory Office, Scania 2013-03-11 

External interviewee Chalmers University of 
Technology 

2013-03-13 

External interviewee Chalmers University of 
Technology 

2013-03-13 

External interviewee Chalmers University of 
Technology 

2013-03-13 

External interviewee Chalmers University of 
Technology 

2013-03-13 

Business Developer R&D Factory Office, Scania 2013-03-21 

Sourcing manager SMC, Scania 2013-03-25 

Group Manager SPS Office, Scania 2013-03-25 

Sourcing Manager SGC, Scania 2013-04-02 

Sourcing Manager SGC, Scania 2013-04-02 

Sourcing Manager SGC, Scania 2013-04-02 

Sourcing Manager SGC, Scania 2013-04-04 

Sourcing Manager SGC, Scania 2013-04-04 

Sourcing Manager SGC, Scania 2013-04-04 

Sourcing Manager SGC, Scania 2013-04-05 

Sourcing Manager SGC, Scania 2013-04-05 

Sourcing Manager SGC, Scania 2013-04-05 

Sourcing Manager SGC, Scania 2013-04-05 

Purchasing Assistant SGC, Scania 2013-04-11 

External interviewee Automotive manufacturing 
company 

2013-04-29 
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Appendix D – Interview guides 

The interview guides (one guide for each phase of interviews) are attached below. 

Interview guide – Phase 1 

1. Hur länge har du jobbat på Scania? Vilka avdelningar har du jobbat på? 

2. Vad har du för utbildning? 

3. Har du arbetat på andra företag? 

4. Vad gör du på din avdelning? 

5. Hur ser din arbetsdag ut? 

a. Hur är fördelningen mellan rutinuppgifter (t.ex. hantera avvikelser/”rutinfrågor” 

från leverantör) och ”riktigt inköpsarbete”? Hur mycket tid tar rutinuppgifterna 

vs egna aktiviteter (kostnadsbesparingar)? 

b. Vilka aktiviteter är återkommande? 

c. Återkommande problem? 

d. Hur driver du egna projekt/aktiviteter som du startar? 

6. Känner du till Scanias inköpsprocesser? 

a. Använder du dig av dem? På vilket sätt? 

7. Planering av aktiviteter: 

a. Hur går du till väga för att bedöma tidsåtgång för dina aktiviteter? 

b. Vilka svårigheter finns det med att planera dina aktiviteter? 

c. Hur sker uppföljning aktiviteter av din chef? Hur följer du upp dina egna 

aktiviteter? 

d. Hur hanterar du avvikelser/oplanerade händelser? 

e. Är dina aktiviteter beroende av andra inköpare eller någon annan (t.ex. 

konstruktör)? Till vilken grad? 

f. Hur bryter du ned avdelningens strategiska mål till dagliga aktiviteter? 

8. Daglig styrning och Visuell Planering på din avdelning 

a. Hur använder er avdelning sig av Visuell planering? Vilka komponenter ingår? 

b. Bryter ni ner aktiviteter som skrivs på post-it lappar och placeras på tavlan? Hur 

avgör ni vilka skall ingå? 

c. Hur fördelas arbetsuppgifter mellan individer? Kan arbetsuppgifter bytas mellan 

varandra? 

d. Hur väl fungerar er VP? Möter dagens VP era behov?  

e. Används tavlan aktivt? Någon särskild del som används mer än andra? 

9. Daglig styrning och Visuell Planering i tre-ringar 

a. Hur använder ni Visuell planering i tre-ringar? Vilka komponenter ingår? 
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b. Bryter ni ner aktiviteter som skrivs på post-it lappar och placeras på tavlan? Hur 

avgör ni vilka skall ingå? 

c. Hur fördelas arbetsuppgifter mellan individer? Kan arbetsuppgifter bytas mellan 

varandra? 

d. Hur väl fungerar er VP? Möter dagens VP era behov?  

e. Vad är de största skillnaderna mellan VP inom tre-ringar och avdelning? 

Interview guide – Phase 2 

1. Vad har du för utbildning? 
 

2. Vad är din nuvarande arbetsplats och tjänst? 
 

3. Hur kom du i kontakt med Visuell planering? Varför är du intresserade av Visuell 
planering? 
 

4. Vilka olika komponenter bör Visuell planering bestå av? Hur skall metoden användas 
för att få bästa utfallet? 
 

5. Vilken detaljeringsgrad skall finnas på tavlan? 
 

6. Skiljer sig behoven av Visuell planering mellan chefer och gruppmedlemmar? På 
vilket sätt? 
 

7. Vilka är de kritiska framgångsfaktorerna för VP? 
 

8. Finns det några stora nackdelar med Visuell planering? När är det inte lämpligt att 
använda VP? 
 

9. Hur fungerar VP på olika avdelningar/funktioner (till exempel mellan R&D och inköp)? 
 

10. På vilket sätt är Visuell planering till för att överföra kunskap/agera 
kommunikationsforum?  
 

11. Är analoga eller digitala VP-tavlor framtiden? Varför?  
 

12. Hur tänker du kring historik av VP? Bör det finnas en backlog, som sparar historik 
från tavlan om till exempel störningar, problem och lösningar? 
 

13. Hur fungerade balansering av arbetsbelastning på de case-företag du har erfarenhet 
av? 
 

14. Hur bör VP användas om teamet till hög grad består av specialister? 
 

15. Finns det några andra metoder för uppföljning som bör komplettera VP? 
 

16. Hur har KPI använts i samband med VP på dina case-företag? Hur bör KPI 
visualiseras? 
 

17. Hur bör arbetsprocesser, såsom en standardiserad PD-process, användas för 
aktivitetsplanering och målnedbrytning? 
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Interview guide – Phase 3 

1. Hur går du till väga för at bedöma tidsåtgången för dina aktiviteter? 

2. Hur går du till väga för att följa upp statusen på dina aktiviteter? 

3. Vad skulle hjälpa dig att planera bättre? 

4. Tycker du det är tydligt hur ditt arbete kopplas till hela gruppens mål? 

5. Vilka delar i inköpsprocessen tycker du är viktigast att hålla koll på? 

6. Hur tycker du visuell planering och daglig styrning fungerar? 

7. Hur tyckte du visuell planering fungerade innan den nya tavlan? 

8. Vad får du ut av visuell planering och daglig styrning? 

9. Vad tycker du borde ingå för att du ska få ut mer? 

10. Finns det någonting ni skulle kunna hjälpa varandra med inom gruppen, t.ex. vissa 

typer av aktiviteter?  
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Appendix E – Data Analysis Table 

The codes for data analysis clusters are summarized in the table below. 

Topic Themes Keywords Code 

Purchasing (X) 

 

 

 

Processes (X) Purchasing processes usage (A) (XXA) 

Problems (Y) Deviations (A) (XYA) 

Problem solving (B) (XYB) 

Fire fighting (C) (XYC) 

Activities (Z) Purchasing activities categories (A) (XZA) 

Prioritizing (B) (XZB) 

Escalation (C) (XZC) 

Balancing (D) (XZD) 

Dependency (E) (XZE) 

Planning (Y) Planning (X) Planning of activities (A) (YXA) 

Problems with planning (B) (YXB) 

Milestones (C) (YXC) 

Follow-up (Y) Follow-up methods (A) (YYA) 

Frequency of follow-up (B) (YYB) 

KPIs (Z) 

 

 

 

 

Cost (X) Cost KPI (A) (ZXA) 

Quality (Y) Quality KPI (A) (ZYA) 

Delivery (Z) Delivery KPI (A) (ZZA) 

KPI in practice (W) Relevance of KPIs (A) (ZWA) 

Common goals (B) (ZWB) 

Improvement suggestions (C) (ZWC) 

Visual Planning (W) 

 

 

 

 

The Board (X) Activities on the board (A) (WXA) 

Level of detail (B) (WXB) 

KPIs on the board (C) (WXC) 

Other components of Visual Planning (D) (WXD) 

Digital/analogue (E) (WXE) 

The Meeting (Y) Communication and coordination (A) (WYA) 

Agenda (B) (WYB) 

Frequency of the meeting (C) (WYC) 

Visual Planning in practice 
(Z) 

Maturity of the method (A) (WZA) 

Perception of the method (B) (WZB) 

Improvement suggestions (C) (WZC) 

Leadership (D) (WZD) 

 

Additional topic, theme or keyword was coded (ABC) 
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Appendix F – Workshop 

Prioriteringsövning 

Prioriteringslista med komponenter på Visuell Planeringstavlan. Rangordna de fem viktigaste 

komponenterna: 

 Störningar 

 Aktiviteter (genomgång av PPR) 

 Kostnads-KPI 

 Kvalitets-KPI 

 Leverans-KPI  

 Ark med pågående förhandlingar 

 Ark med ”number of PN on backorder list” 

 Veckorapport 

 Framgångar och lärdomar 

 IMDS 

 Manuella fakturor 

 Förbättringsförslag 

 

Övning – Daglig styrningstavlan 

Syfte: Bestämma hur skall tavlan se ut och hur skall mötet gå till 

 

 Utifrån prioriteringslistan skall ni bestämma hur tavlan skall se ut. Gör en skiss. 

OBS: Komponenter som inte finns med på prioriteringslistan får självklart tas med. 

Ändringar på dagens komponenter får även göras. 

 

 Ni skall också bestämma agendan, det vill säga om de ingående komponenterna skall 

pulsas veckovis eller dagligen  

 

 Om det skall införas delmål på aktiviteter, vilka delmål tycker ni är viktigast att följa 

upp? 
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Appendix G – Balanced Scorecard 

This appendix presents a recommended layout for a Balanced Scorecard for Scania 

Purchasing. 

 

 


