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Abstract 
The annual budgeting process is the most dominant control system among organizations 

but it has gained much criticism in recent years. 1912 ehf.  is one of few companies in 

Iceland that has started their journey in implementing Beyond budgeting, an alternative 

management model that helps organizations to improve the annual budgeting process. 

Beyond Budgeting is however more than a new tool for the financial department to 

improve the budgeting process. Beyond Budgeting is about a change in corporate culture 

and employee´s behaviour and attitude. It is therefore important, when an organization 

decides to implement a management model like this to focus on how the change is 

presented to the employees.  

 

This dissertation covers the implementation of the Beyond Budgeting model within the 

company 1912 ehf.. The main purpose of this dissertations was to analyse how an 

Icelandic company is implementing the Beyond Budgeting model and what impact the 

implementing process has on the employees. The method applied in this research was a 

case study. One-on-one interviews were conducted in person with 11 employees at 1912 

ehf.. A guiding set of questions was used for the interviews. 

 

The results indicated that 1912 ehf. had come a long way in the philosophy behind 

Beyond Budgeting before they formally decided to implement the model and the 

implementation was fast and no emphasis was placed on systematically implementing all 

the 12 principals of Beyond Budgeting. The greatest emphasis was on the implementation 

of a rolling forecast.  Based on the data collected it appears that employees are happy 

with the changes and see the benefits of using the model. They do not experience more 

stress and it can be estimated from the results that gaming behaviour is to a lesser extent 

existing among employees. However, there is a clear difference between employees who 

were part of the executive team and the product managers regarding the understanding of 

the model and how relevant they thought it was for their work.   

 

Keywords: Human Resource Management, Change management, Budget, Beyond 

Budgeting. 
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Útdráttur 
Hefðbundið árlegt fjárhagsáætlunarferli er ríkjandi eftirlitskerfi meðal fyrirtækja en hefur 

hlotið mikla gagnrýni á undanförnum árum. 1912 ehf. er eitt af fáum fyrirtækjum á Íslandi 

sem hefur innleitt Beyond Budgeting, stjórnunarmódel sem hjálpar fyrirtækjum að bæta  

árlega fjárhagsáætlunarferlið. Beyond Budgeting er hins vegar meira en nýtt verkfæri 

fyrir fjármáladeildir til að bæta fjárhagsáætlunarferlið. Beyond Budgeting snýst um 

breytingu á fyrirtækjamenningu, hegðun og viðhorfi starfsmanna. Það er því mikilvægt 

þegar fyrirtæki ákveða að innleiða stjórnunarmódel á borð við þetta, að leggja áherslu á 

hvernig breytingin er kynnt fyrir starfsmönnum.  

 

Þessi ritgerð fjallar um innleiðingu Beyond Budgeting módelsins innan fyrirtækisins 

1912 ehf. Megin tilgangur þessarar ritgerðar var að greina hvernig íslenskt fyrirtæki hefur 

innleitt Beyond Budgeting módelið og hvaða áhrif innleiðing þess hefur á starfsmenn. 

Stuðst var við eigindlega aðferðafræði þar sem tekin voru viðtöl við 11 stjórnendur hjá 

1912 ehf.  

 

Niðurstöðurnar benda til þess að 1912 ehf. hafi verið komið langt í þeirri hugmyndafræði 

sem liggur á bak við Beyond Budgeting módelið áður en formlega var  ákveðið að 

innleiða módelið. Innleiðingin gerðist hratt og lítil áhersla var lögð á að innleiða 

kerfisbundið öll tólf megingildi Beyond Budgeting. Aðal áherslan í innleiðingaferlinu var 

á innleiðingu rúllandi spár. Byggt á þeim gögnum sem safnað var virðist sem starfsmenn 

séu almennt ánægðir með breytingarnar og sjá ávinninginn af því að nota módelið í vinnu 

sinni. Þeir upplifa ekki meiri streitu og hægt er að túlka út frá niðurstöðum að gaming 

hegðun hafi að auki minnkað. Hins vegar er greinilegur munur á milli starfsmanna sem 

voru hluti af framkvæmdastjórninni og vörumerkjastjórum varðandi skilning á módelinu 

og hversu mikilvægt þeir töldu Beyond Budgeting vera fyrir starf sitt. 

 

Lykilorð: Mannauðsstjórnun, Breytingastjórnun, Fjárhagsáætlun, Beyond Budgeting. 
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1 Introduction 
Budgeting is a big part of how most companies organize the different parts of their 

business. Studies on traditional budgeting have however shown that the budgeting 

process has been failing to deliver results and is adding little value to the business. It is 

time consuming and increases gaming behaviour instead of motivating business 

performance (Bogsnes, 2009; Hope and Fraser 2003; Jensen, 2001). New approaches to 

the budgeting process have evolved as an alternative option for companies. One of these 

new methods is about banishing budgeting altogether. That seems like a radical solution 

but many companies have gone this path with great success. The Beyond Budgeting 

philosophy has been expanding around the world and more and more companies are 

adopting this idea. Research has shown that Beyond Budgeting is typically adopted by 

companies with 1,000 employees or more (Pilkington and Crowther, 2007) but companies 

with fewer employees have also seen the benefits of implementing the model including 

several Icelandic companies. Although the implementation of Beyond Budgeting offers 

possibilities for companies to break free from the annual budgeting trap, such decisions 

must be taken with great consideration. Organizational change is very difficult and much 

needs to be considered when going into a process like this. Major change in the workplace 

like implementing Beyond Budgeting will affect the business but also the employees and 

the implementation can create an environment filled with uncertainty that might cause 

stress or other negative emotions among employees. 

 

Implementing Beyond Budgeting is a way for organizations to be better than competitors 

(Bogsnes, 2009). However, there are lots of mistakes that organizations can make when 

implementing such big changes. If the implementation is not done properly it can be 

harmful not only for the organisation but also for the employees of the organization. The 

Beyond Budgeting model is heavily based on trust and managers must be able to move 

responsibility down to their subordinates. This can create stressful situations for both 

managers and subordinates who have now more responsibility than before. It is therefore 

important how the changes are presented to the employees and how the change itself is 

executed. Thus, it is essential for organizations to know about how organizational change 

occurs and the emotions that follow. It can help to predict how employees will react to 

the change and help companies to respond with the right help and support. Work stress 

for example is increasing in the fast-changing world. Study in the UK from 2001 

(Oberlechner and Nimgade, 2005) showed that symptoms like stress, depression, or 
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anxiety are affecting a half-million workers and has doubled since 1990s. White-collar 

jobs like financial workers are especially vulnerable to mental stress and statistics show 

that white-collar jobs are more likely to suffer from severe mental stress than all other 

injuries and illnesses. Stress can cause various health problems that can then affect the 

performance of employees. Cardiac problems, mental disorders, lost working days and 

higher work accidents rates are all things that too much stress can contribute to. 

Companies rely on their workforce to success so negative effects of work stress will have 

negative effects on the business (Oberlechner and Nimgade, 2005).  

 

1.1 The purpose of the research  
The purpose of the research is to consider the challenges organizations in Iceland face 

when it comes to implementing the Beyond Budgeting model and what lessons we can 

learn from companies that have already started their journey in implementing the model. 

This dissertation focuses on the implementation of Beyond Budgeting from the Human 

resource point of view and is built on one central research question: 

 

How an Icelandic company is doing in implementing the Beyond Budgeting model and 

what are the impacts of the implementing process on the employees? 

 

1.2 Structure 
The structure of the dissertations is twofold. The first part of the dissertations is 

theoretical discussion and is divided into six sections: 

 

• Chapter one is an introduction of the dissertation.  

• Chapter two is about budgeting and the weaknesses of budgeting.   

• Chapter three covers new approaches to budgeting.  

• Chapter four includes theoretical discussion about Beyond Budgeting.   

• Chapter five is about Implementing Beyond Budgeting.  

• Chapter six includes theoretical discussion about about organizationl change.  
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The second part of the dissertation relates to the study that was conducted and is divided 

into three sections:  

• In chapter seven the methodology used will be discussed and the choice of 

company.  

• Chapter eight includes the analysis of the dissertation.  

• Chapter nine covers the conclusion and discussion about the results.  

• Chapter ten is then about suggestions for further research and shortcomings of the 

research.  
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2 Budgeting 

2.1 About Budgeting 

There are many definitions of budgeting. The budget has for example been defined by 

CIMA’s Official Terminology of Management Accounting as  

  

“A quantitative statement for a defined period of time, which may include 

planned revenues, assets, liabilities and cash flows. A budget provides a focus 

for the organisation, aids the co-ordination of activities and facilitates 

control (CIMA and ICAEW, 2004).  

 

Hope and Fraser (2003) use a broader meaning of the budget and describe it as the 

performance management process that leads to the implementation of a financial plan.  

The budget can emphasis on any aspect of business activities and it does not always have 

to be expressed in monetary terms. Budgeting has several purposes. The budget has the 

purpose of predicting for the future. It is therefore important to have the forecasts as 

accurate as possible if the budget is to be beneficial. The budget also serves the purpose 

of helping organizations to plan the exact amount of resources needed to meet set targets. 

The budget is a coordination tool for organizations and helps with information sharing 

within organizations and to prevent different divisions from working against the interests 

of each other. The budget can then also be a control system for cost and expenditure and 

it can act as a motivation tool (Horner, 2015).  

 

Traditional budgeting is usually done once a year and is a long process covering mission 

statements and a strategic plan. Budgeting takes a lot of time, usually up to five months, 

from key staff like senior executives and financial managers and can therefore be very 

expensive (Hope and Fraser, 2003).  

A participatory budget allows subordinates be part of the budgetary process. 

Participative budgeting is a bottom-up approach to budgeting where people that are 

affected by a budget are actively involved in the budgeting process. Budgets like this are 

usually more achievable than top-down budgets with less participation by the employees 

(Nouri and Perker, 1998). In a study by Nouri and Perker (1998) it is argued that 

subordinates have in many cases better information than superiors about the level of 

budgetary support required to perform the daily tasks. In order to ensure that the 

subordinates have the resources they need to successfully perform their jobs they will 
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include this information in the budget if they have the opportunity to take part in the 

process. The result of the study showed that participation can allow subordinates to 

provide the information’s needed to successfully allocate resources better. A study by 

Young (1985) on participative budgeting and the effect on subordinate's job satisfaction 

and job performance showed that that subordinates involved in the budgeting process 

build slack into their budget and that a budget slack is a response to uncertainty. 

 

2.2 Weaknesses of budgeting 

Traditional budgeting is not flawless and has been criticized through the years. It has been 

stated that the traditional budgeting process is not in line with the needs of the modern 

business. Studies have shown that the process encourage dysfunctional behaviour, takes 

too much time and can be very expensive for companies (CIMA and ICAEW, 2004). 80 

percent of companies are dissatisfied with their budgeting process and financial directors 

rank budgetary improvement as their top priority (Neely, 2003). Results from a study by 

Cranfield University and Accenture’s Finance and Performance Management Service 

focusing on 15 companies in US and Europe showed that traditional planning and 

budgeting practices have 12 weaknesses (Neely, 2003; CIMA and ICAEW, 2004): 

 

1. Budgets are rarely strategically focused and are often contradictory. 

2. Budgets are time-consuming and costly to put together. 

3. Budgets concentrate on cost reduction and not on value creation. 

4. Budgets constrain responsiveness and flexibility, and are often a barrier to change.  

5. Budgets add little value, especially given the time required to prepare them. 

6. Budgets are developed and updated too infrequently - usually annually. 

7. Budgets are based on unsupported assumptions and guesswork. 

8. Budgets encourage gaming and perverse (dysfunctional) behaviour. 

9. Budgets strengthen vertical command and control. 

10. Budgets do not reflect the emerging network structures that organizations are 

adopting. 

11. Budgets reinforce departmental barriers rather than encourage knowledge 

sharing;  

12. Budgets make people feel undervalued. 

  



 

 

12 

Jensen (2001) goes in the same direction and argues that budgeting takes too much time 

from managers, encourages them to lie, cheat and motivates managers to practice 

behaviour that will in the end go against the best interests of the company. In a traditional 

pay-for-performance compensation plan, a manager will get a bonus when he meets a 

certain number and the bonus will increase with more performance until it hits a 

maximum level. A plan like this then provides an opportunity to game the system. 

Managers will work hard to meet the targets and if they do not foresee that it will happen 

they are likely to push expenses to the next year or move future revenues to current year. 

This can also encourage managers to push profits into the future because they have 

already hit the maximum level of bonus and it can help them to reach the target for next 

year (Jensen, 2001).  

Budget contracts, or traditional budgets are usually fixed for a period of one year 

and usually include terms like fixed targets and incentives or rewards (Hope and Fraser, 

2003). Promotions or bonuses are then based on the fixed targets. These contracts usually 

also include terms like an agreed-upon plan, plan on how resources are allocated, a 

commitment to cross-company action and a reporting schedule (Hope and Fraser, 2003). 

The pressure to meet all these targets can have various effects on employees and even 

lead to dysfunctional behaviour. This dysfunctional behaviour is sometimes called budget 

gaming (Collin, Munster and Finn, 1983). Budgeting games have been described as:  

 

“The routinized behaviours adopted by subordinates to cope with pressures 

inherent in the budgetary negotiation process” (Collin, Munster and Finn, 

1983).  

 

Studies have shown that these games have different patterns. Collin and co found out four 

game patterns; DEVIOUS, ECONOMIC, INCREMENTAL, and TIME that are all 

correlated with subordinates' attitude toward meeting a target. Managers with positive 

budgetary attitude use all these patterns except The DEVIOUS pattern (Collin, Munster 

and Finn, 1983). An explanation of each pattern can be seen bellow: 

 

DEVIOUS pattern: is a pattern that involves behaviour where people rely on friendship 

with their boss to get what they want in the budget (Collin, Munster and Finn, 1983).  
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ECONOMIC pattern: is a pattern that involves behaviour where people use methods 

like all or nothing; if I do not get this in the budget we simply must shut down (Collin, 

Munster and Finn, 1983). 

 

TIME pattern: is a pattern that involves behaviour where people wait for the right time 

before asking for something (Collin, Munster and Finn, 1983).   

 

INCREMENTAL pattern: is a pattern that involves behaviour where people use 

numbers from last year’s budget as basis (Collin, Munster and Finn, 1983). 

 

It is known that gaming behaviour like when managers intentionally under-estimate 

budgeted revenue or over-estimate budgeted expense can be found within companies 

(Merkhant, 1985). It means that managers are willing to make the numbers works to meet 

targets because the performance appraisals or bonuses are based on the fixed targets. This 

can also mean that subordinates will understate their productive capability so they have a 

better chance to meet the performance target. This leads to incorrect information going 

around the organizations because managers are encouraged to manipulate critical 

information. This then undermines the main reason for budgeting to help organizations 

to organize the different parts of the business. When these games become routine the risk 

is that the behaviour is accepted as business as usual (Jensen, 2001).  

 

Based on these findings, it could therefore be argued that budgeting is becoming extinct. 

However, most organizations use the budget and have no interest in getting rid of it 

(CIMA and ICAEW, 2004). Jensen, argued that the budget process itself is not the 

problem and this harmful behaviour can be avoided if people are rewarded for their 

accomplishments. So, if organization take away the incentive to lie people will start to 

think more about what is best for the business instead of what is best for themselves 

(Jensen, 2001). In 2004, a conference was held in London, organized by ICAEW and 

CIMA. Participants in the conference  agreed that for budgeting to work in the best way 

companies need to respond to these problems with an organizational culture that values 

openness and flexibility (CIMA and ICAEW, 2004).  
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3 New approaches to budgeting 
Since traditional budgeting has been introduced other budgeting methods have evolved 

to improve the budgeting process. These alternatives are for example:  

 

1. Activity based budgeting: A method of budgeting where budgets are developed from 

analysing efficiencies in business operations. Resource and capital is allocated in 

accordance with an ABM analysis which means that processes of a business are analysed 

to find strength and weaknesses (Atkinson, Kaplan, Matsumura and Young, 2012). 

    

2. Zero base budgeting: A method of budgeting where budgets are based on what is 

needed at each period regardless of the previous year. The budget is therefore justified 

for each new period (Atkinson, Kaplan, Matsumura and Young, 2012). 

 

3. Value based budgeting: A management approach where the organization is managed 

consistently on values, especially shareholder value (Atkinson, Kaplan, Matsumura and 

Young, 2012). 

  

4. Profit planning: A method to achieve a targeted profit level (Atkinson, Kaplan, 

Matsumura and Young, 2012).  

 

5. Rolling budgets and forecasts: A budget that always extends one year to 15 months 

into the future regardless of the calendar year. There is no finish line and they include 

only few key variables. They are updated very quickly and do not include any fixed profit 

targets. At companies that have implemented Beyond Budgeting, rolling forecasts play 

an important role in the strategic process (Atkinson, Kaplan, Matsumura and Young, 

2012; Hope, J. & Fraser, 2003).  

 

All these methods have pros and cons which will not be enumerated here, but 

unfortunately none of these budgeting approaches have provided a complete solution to 

the problem listed earlier. The first two have the tendency to involve more work than 

traditional budgeting and are therefore not suitable to be a regular thing for organizations. 

Value based budgeting and profit planning appeared to be more theoretical than practical. 

Rolling budget and forecasts have the best potential of these five to be a better budgeting 

approach than the traditional budgeting (Neely, 2003). 
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Neely and co (2003) interviewed 15 leading companies on how they were doing in 

improving the budgeting process and found out that there were three types of 

improvements. There where companies improving their existing budgeting process to 

make them more reliable and less threatening, focusing on avoiding gaming and make 

them more accurate by using rolling forecasts. Then there were companies that were still 

using the budget but focusing on monitoring real time data using financial management 

systems. The last type of improvement was about banishing the budget altogether. Many 

leading companies in the global market, including some Icelandic companies have done 

that and moved from the traditional budget by implementing a management model called 

Beyond Budgeting. One of the main aspects in the Beyond Budgeting model is that 

budgets, as most organizations recognize, should be abolished (Hope and Fraser, 2003). 

The word budget here does not only mean ordinary budget with planning and control as 

introduced earlier but it is also about management culture and a performance management 

system (Beyond Budgeting Institute, 2016a). This may sound like a major suggestion but 

it is a kind of way to transform organizations from centralized hierarchy systems to 

spreading the responsibility down to the employees. In an organization using Beyond 

Budgeting, operating units and the staff are responsible for finding solutions and are no 

longer obliged to follow a predetermined budget. This is a broad turnaround in the 

corporate governance, attempting to prevent wastage of funds and take advantage of 

opportunities that arise in the best way. The model is about rethinking how to manage 

organizations and give the people within the organization more responsibility. For 

companies that take advantage of Beyond Budgeting, the annual budget is no longer used 

to define what the employees must deliver compared to previous years and budgets are 

no longer a measure of how resources are allocated or how success is measured within 

the organization (Hope and Fraser, 2003).  
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4 Beyond budgeting  
The Beyond Budgeting Round Table was founded by Jeremy Hope and Robin Fraser in 

1997 and they are the co-founders of the philosophy behind Beyond Budgeting. The main 

objective of The Beyond Budgeting Round Table is to promote research and collaboration 

between members (Beyond Budgeting Institute, 2016a).  

In the beginning, Hope and Fraser set out to find an alternative management model 

to help organizations to break free from the annual performance trap (Beyond Budgeting 

Institute, 2016a). According to Hope and Fraser the budget problem is only one part of a 

bigger problem organizations face. Something is wrong with the conventional control 

practices. It is therefore important for organizations to find a solution that is a change in 

mind set and corporate culture rather than a new tool to improve the budget job. To cope 

with the fast-changing market, companies should focus on changing from being top-down 

controlled to bottom-up (Bogsnes, 2009 and Hope and Fraser, 2003). Hope and Fraser 

say: 

 

“Instead of adopting fixed annual targets, business units set longer-term 

goals based on benchmarks such as return on capital. The element or factors 

measured are key performance indicators-KPIs-such as profits, cash flows, 

cost ratios, customer satisfaction and quality. The criteria of measurement 

are the performance of internal or external peer groups and the results in 

prior period” (Hope and Fraser, 2003) 

 

With the traditional budget forecast, targets and allocation of resources are all put together 

in the same figures. It serves therefore many purposes at the same time. Beyond 

Budgeting is however about separating these three figures; targets, forecast and resource 

allocation. Targets should be about what the company wants to happen, forecast should 

be about what the company thinks will happen and the last factor resource allocation 

should be about what it takes to make it happen. This approach is illustrated in Figure 1.  
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Figure 1. Solving a serious budget problem (Bogsnes, 2013, p. 14) 

   

4.1 The 12 principles of Beyond Budgeting 

 

To improve the budgeting process, Beyond Budgeting consists of 12 principles which all 

depend on each other. The principles are based on what works in practice. The first six 

principles are leadership principles and the last six are about adaptive management 

processes for organizations (Bogsnes, 2009). The 12 principles of Beyond Budgeting 

according to Bjarte Bogsnes and Hope and Fraser are illustrated in Table 1 and Table 2. 
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Leadership principles 
Customer. Organizations should focus everyone on improving customer outcomes, not 
on hierarchical relationship. This means that organizations should encourage 
knowledge sharing within the company and allow teams to respond to customer’s 
demand  
Organization. Organize as a network of lean, accountable teams, not around 
centralized functions. The best practice is to create a network of small customers 
oriented teams and base recruitment on fit with these teams. 
Responsibility. Enable everyone to act and think like a leader, not merely follow the 
plan. Leaders need to break free from a fixed performance contract and support the 
cause of relative performance. They should be able to challenges their people but be 
careful to not create an environment within the organization where departments are 
competing against each other.   
Autonomy. Give teams the freedom and capability to act; do not micromanage them. 
Leaders should be able to empower managers to make decisions in order to deliver 
competitive results and it is important to involve everyone in the strategy. 
Values. Govern through a few clear values, goals and boundaries, not detailed rules 
and budgets. To do that, organizations need a clear guideline based on principles, 
values and boundaries. It is also important to bind people to a cause rather than a budget 
and leaders need to become coaches rather than commanders. 
Transparency. Promote open information for self-management; do not restrict it 
hierarchically. It is important to trust the people with important information because it 
is all about how we use this information. This can be done with fast and open 
information and encouraging people to report bad news as well as good ones. This can 
also be done by setting high ethical standards for information flow. 

 

Table 1. The leadership principles of Beyond budgeting (Bogsnes, 2009; Hope and 
Fraser, 2003) 
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Process principles 
Goals. Organizations should set relative goals for continuous improvement and not 
negotiate fixed performance contracts. This means that organizations should try to 
maximize their short and long term performance potential by setting goals based on the 
best possible outcome, not on a fixed target. Goals should be set relative to external 
benchmark or internal peers. 
Rewards. Reward should be based on shared success on relative performance and not 
on meeting fixed targets. There are many ways of aligning reward with performance 
without linking it to fixed targets. It could be based on relative success of a team or of 
the whole group or on a multilevel performance. Just what best suits each and one 
organization without aligning the reward with a predetermined target. 
Planning. Organizations should make planning a continuous and inclusive process not 
a top-down annual event. It is important to devolve strategy and performance 
responsibilities from corporate centre to units closer to the costumer and stop thinking 
about planning as something annual and restrictive.     
Controls. Organizations should base controls on relative indicators and trends, not on 
variances against plan. For organizations to switch from central control to a multi-
level control they should be able to have control by knowing what is going on but 
interfere only if it is necessary. This is done by using various control systems like using 
rolling forecast and key performance indicators, KPIs.  
Resources.  Organizations should make resources available as needed, not through 
annual budget allocations. Operating managers should be able to access resources 
easily and whenever it is necessary if the strategy and performance responsibilities are 
being transferred from the corporate centre. There are many ways of doing that. For 
example, through internal market of operational resources or by devolving the authority 
for smaller projects.  
Coordination. Organizations should Coordinate interactions dynamically, not 
through annual planning cycles. Cross-company actions should be coordinated 
according to current customer demand and not on an annual master budget. 

  

Table 2. The process principles of Beyond budgeting (Bogsnes, 2009; Hope and Fraser, 
2003) 
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5 Implementing Beyond Budgeting 
It is important for organizations not to think about the 12 principles as a checklist for 

organizations to fulfil. This is a journey and organizations must address both the 

leadership side and the process principles side. The time and order may however vary 

from one organization to another (Bogsnes, 2009).  

 

Before implementing beyond budgeting, it is good for organizations to analyse if the 

employees feel that a change is needed and the effort required for the implementing 

process. The BBES is a questionnaire specifically designed for this purpose. It is not a 

complete analysis but rather a quick scan that has the purpose of encouraging companies 

to observe the possibilities of implementing the Beyond Budgeting model. When an 

organization has completed the BBES questionnaire the answers are translated into three 

colour schemes which states whether or not it is recommended to implement Beyond 

Budgeting. The BBES poses three questions that organizations need to ask themselves 

before the implementation (De Waal, 2005). These questions are: 

 

• “Does the organisation currently have problems with the budgeting process 

and if so, is it prepared to adapt and change this process?” 

 

• “To what extent does the organisation currently work according to the 

beyond budgeting principles?” 

 

• “What are the preconditions for successfully implementing beyond budgeting 

in the organisation?” 

 

If the organization is ready for change it is then essential how the changes are presented 

to the employees and how the changes themselves are executed. Handelsbanken and 

Statoil are both organizations who have successfully implemented beyond budgeting. In 

1970 Jan Wallander was asked to become executive director of the largest commercial 

bank in Sweden, Handelsbanken, that was in a major crisis at the time. He had radical 

changes in mind when it came to how the bank was managed. These ideas where in the 

line with the philosophy behind Beyond Budgeting about abandoning the annual budget 

even though the theory of Beyond Budgeting had not been published yet (Wallander, 

1999). According to Wallander budgeting could even be dangerous for companies: 
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“It is dangerous because if you believe in your budget it might hinder you 

from adapting to new situations. If you do not believe in it, there is no point 

in making it” (Wallander, 1999). 

  

Wallander (1999) thinks that no complicated system is needed to solve the problems 

companies are facing. The solution is simple; companies just must use common sense. A 

study by Katarina Østergren on two business units in a Norwegian Oil company and how 

they have been doing after abandoning budgets found out that replacing budgets with 

Beyond Budgeting can lead to several complications. She mentions three challenges. First 

it is the ambition problem. That is about that top managers could push the middle 

managers too hard and the ambitions start to be an unrealistic dream of the top 

management.  The next challenge is the sub-optimalization game problem. That is when 

new games replace the old traditional budget games. The last challenge is the employee 

exchange problem. That is then about that some departments possible not getting any 

projects (Østergren, 2011).  

Bogsnes (2003) has made a list of advices based on real cases for organizations 

to consider when implementing Beyond Budgeting: 

 

Create the case for change 

First according to Bogsnes (2009) organizations need to create the case for change. To 

support that, Bogsnes mentions Steve Morlidge’s formula for effective change:  

 

Dissatisfaction X Vision X Next step > Resistance 

 

This means that any change should contain dissatisfaction for the current condition, a 

vison for an alternative and a plan on how to start the process. When looking at the 

formula it shows that the higher the resistance factor is, the higher the three factors on the 

left side of the formula should be.  Problems that organizations face differ in nature and 

can vary from being performance problems, quality problems and then efficiency 

problems. All these different problems then require different implementation strategies. 

Hope and Fraser (2003) also emphasize on defining the case for change and the 

importance of an outline vison in their book. According to them you cannot go into the 

implementing process half-hearted. Changes that affect management behaviour and 

rewards need full commitment from everyone in the company.  
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More studies have shown the importance for creating a readiness for change before 

organization go under major transformation. A readiness for organizational change is 

described as the organizational members' beliefs, attitudes, and intentions. According to 

Achilles, Stanley and Kevin (1993) in order for organizations to implement a successful 

change, they need to identify where changes are needed and then design a readiness 

program to influence the organizational members' beliefs, attitudes, and intentions. 

Readiness can prevent the likelihood of resistance for change so the potential change 

efforts will be more effective. In order to create readiness for change within the 

organization it is important for organization to form a message for change. The message 

should first of all cover the need for change. The second factor that should be included in 

the message is the individual and collective efficacy or the perceived ability to change 

(Armenakis, Harris and Mossholder, 1993). 

 

Handling the resistance 

The next advice from Bogsnes (2009) is about handling the resistance. There will always 

be people that will not believe in the idea of Beyond Budgeting or any kind of new idea 

for that matter. Some find it difficult to think beyond the box and try new things and are 

freighted of the unknown. The solution according to Bogsnes is not trying to convince 

these people that they are wrong, they will not brake. It is more effective to tell them that 

they might be right. Managers should put this in to two scenarios; this can work or this 

can fail.  Then going in to what will happen if it fails and what will happen if it succeeds. 

By this, managers will help employees to see both sides. Hope and Fraser (2003) also 

emphasize that managers should focus on the benefits and risks and let people participate 

in a discussion about both sides. Most important for managers is to be well prepared in 

convincing the board of directors.   

 

Resistance is a concept that is caused by four of factors. The first is rational factor. 

Resistance will arise when employees’ own rational belief on how the outcome of the 

change will be goes against the organizational belief on how the outcome will be. Next it 

is the non-rational factors. These factors are not based on any specific justification but 

rather something personal like an employee that does not want to move the offices. The 

third factor is called the political factor. That means that an employee will go against the 

change just because he does not like the person that is leading the change. The last factor 

is referred to as management factor like poor management styles in the change process 
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(Waddel and Sohal, 1998). According to Waddel and Sohal (1998) resistance can be 

useful in an organizational change. People do usually not fear the actual change but rather 

the outcome of the change. Resistance can then indicate that something is wrong and help 

managers to find better solutions. The authors argue that managers should therefore 

involve the employee and facilitate teamwork to have a better chance of a successful 

change. 

 

Assume there will be challenges and surprises on the way 

Next advice from Bogsnes (2009) is about how important it is to assume there will be 

challenges and surprises on the way and you can never know when they will appear. For 

that reason, it is important not to overdesign the implementing process so you have room 

for some surprises on the way. So, by designing about 80% and then jump, organizations 

will have space to rethink the process on the way.  

 

Involve the human resources department 

Involvement from the HR is important according to Bogsnes (2009). Beyond budgeting 

is about behavioural change and that is where HR comes in. It is also important for HR 

to be involved in the performance management process in order to become a business 

partner. According to Hope and Fraser (2003) in order for organizations to succeed the 

project team needs input from a broad-cross functional team that includes also a 

representative from HR.  

 

Do this your way and no fixed implementation schedule 

The next step Bogsnes mentions is about the importance for organizations to do this their 

way and have no fixed implementation schedules. So, getting consultants is something 

that organizations should try not to do. At least not in front of the project, only alongside. 

Getting advises from other organizations that have successfully implemented Beyond 

Budgeting is however a good idea. By no fixed implementation schedule Bogsnes means 

that organizations should follow a strategy of going where the pull is. For example, by 

asking for volunteers. One by one, more people will start wanting to be a part of this. 

According to Hope and Fraser (2003) it is important to train and educate people but be 

careful to think about this as everyone’s responsibility and not focusing on one person 

that will end up as a head office expert on the subject. Everyone should be part of the 

project and get the training they need. It is critical to explain how all roles will change.     



 

 

24 

One war but thousand battles. 

The next advice by Bogsnes (2009) is to do this level by level. The implementing process 

is a one war but a thousand battles. Short term win is important there to show people that 

are waiting for this to fail.  

 

Not become fundamentalist 

The last but not least according to Bogsnes (2009) is that it is important for organizations 

to not become fundamentalists. It is acceptable for people to still talk about budgets, it is 

not forbidden. People can have their safety net but hopefully in the end they will stop 

having the need for it. 
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6 Organizational change 
Most organizations must be able to go through changes to cope with the fast-changing 

market. Even though some organizations have managed to go through it with great 

success most organizations fail to handle it as well as they would have liked to. The reason 

for this is mostly that managers do not give themselves enough time and rush into making 

changes. Managers lose focus with all the information and advisee on why the company 

should change and it ends up badly, both for the business and the employees (Beer and 

Nhoria, 2000). 

Kurt Lewin was one of the first to define the term “planned change” in his work 

in the early 1940s. From his work on change he presented two frameworks for 

organizations to consider when deciding what needed to change and how to create a plan 

to affect the change. Force field analysis is a framework for organizations to help them 

to identify the forces that are either driving the change or blocking the change. For the 

changes to happen, the driving forces must outweigh the blocking forces (Myers, Hulks 

& Wiggins, 2012). Lewin’s three-step model of change is a framework that helps 

organizations plan the process of change. It includes three phases: 1) First phase is about 

unfreezing the present. The employees must understand that current condition is not 

acceptable and accept that the change is necessary for the organization. Unfreezing can 

involve activities like educations programs, projects or lectures about the topic for the 

employees. 2) The second step is about moving the organization to a new level, when will 

the organizations see a behavioural change? 3) The final phase is about refreezing the 

new level or stabilizing the change. It is about preventing the employees to return to the 

previous behaviour (Myers, Hulks & Wiggins, 2012; Alvesson & Sveningsson, 2015) 

Lewin’s three-step model of change is illustrated in Figure 2. 

 

 

Figure 2. Lewin’s three-step model of change. Retrieved via 
https://learning.uonbi.ac.ke/courses/LDP601/scormPackages/path_4/11.5.1.jpg 
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Kotter (1995) claims that every successful case of change goes through series of phases 

that all take a considerable length of time and it is important that companies do not skip 

one or more steps only to save time. Kotter’s 8 steps to successful change are illustrated 

in Table 3. 
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Kotter’s 8 steps to successful change 
1. Establishing a sense of urgency: Kotter mentions that the urgency rate must 

be high, or more than 75% of the company’s management must be convinced 
that business as usual is unacceptable. If the motivation is missing it is not likely 
that the people involved in the change will help and the change effort will go 
nowhere. There are many reasons why organizations fail in this first step. It 
could be because executives underestimate how hard it is going to be to get 
people on board. Sometimes they overestimate how well they think they have 
done in increasing the urgency or lack patience. And sometimes it can be 
blamed on having too many managers instead of leaders leading the change. 
Managers should act as leaders or the change is going to be a big challenge. 

2. Forming a powerful guiding coalition: An organizational change is usually 
impossible unless the senior management and the board is active supporter of 
the change. Kotter however argues that it goes far beyond that and many more 
powerful people within an organization must be on the coalition. 

3. Creating a vision: A vison that clarifies the direction that the company is 
aiming for is very important according to Kotter. It should go beyond the 
numbers typically found in the five-year plans. If the vison is not clear or too 
difficult, the change efforts can easily disappear into confusing projects that 
could take the organization in the opposite direction.   

4. Communicating the vision: The change effort is impossible if there are no 
followers that are willing to help and sacrifice something for the change. People 
are not likely to take part in the process unless they think the change is possible 
even though they are not happy with the current situation. Executives should 
use all existing communication channels to spread the vision. The behaviour of 
important individuals within the company that is inconsistent with their words, 
undermine the change 

5. Empowering others to act the vision: According to Kotter an organization 
will get a better outcome as more people are involved in the change. But people 
can however be obstacles. Organizations can never get rid of all obstacles but 
it is important to confront the biggest ones even though those obstacles might 
be persons. 

6. Planning for and creating short term wins: If people do not see any short-
term wins through the process many will give up or start resisting. It is 
important to be active in creating short-term wins and not just hope for short-
term wins. 

7. Consolidating improvement and producing still more change: According to 
Kotter it is important to celebrate wins through the process but be aware of not 
to declare victory too soon. That could produce very bad results. 

8. Institutional new approaches: If the change is going to be “forever” and stick 
it is important to institutionalize the change in the organizational culture. 

Table 3. Kotter’s 8 steps to successful change (Kotter, 1995). 
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Beer and Nohria (2000) argue that there are two theories of change, Theory E and Theory 

O, based on assumptions by senior executives and academics about how change should 

take place. In Theory E shareholder value is used to measure corporate success. It 

involves for example layoffs, downsizing and restructuring. Theory O however is all 

about building up the corporate culture by changing the employee´s behaviour and 

attitude. Organizational learning is there used to measure corporate success. According 

to researchers all corporate change can be compared along six dimensions: goals, 

leadership, focus, process, reward system and use of consult and combining the two 

theories for every dimension is the most successful strategy for change, see Table 4 (Beer 

and Nohria, 2000). 
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Dimensions of 
change Theory E Theory O 

Theories E 
and O 

Combined 

Goals Maximize 
shareholder value 

Develop 
organizational 

capabilities 

Explicitly 
embrace the 

paradox 
between 

economic value 
and 

organizational 
capability 

Leadership Manage change 
from the top down 

Encourage 
participation from 

the bottom up 

Set direction 
from the top 

and engage the 
people below 

Focus 
Emphasize 

structure and 
systems 

Build up corporate 
culture: employees 

behaviour and 
attitudes 

Focus 
simultaneously 

on the hard 
(structures and 
systems) and 

the soft 
(corporate 
culture) 

Process Plan and establish 
programs 

Experiment and 
evolve 

Plan for 
spontaneity 

Reward system Motivate through 
financial incentives 

Motivate through 
commitment-use 

pay as fair 
exchange 

Use incentives 
to reinforce 

change but not 
to drive it 

Use of consultant 
Consultants 

analyse problems 
and shape solutions 

Consultants support 
management in 

shaping their own 
solution 

Consultants are 
expert 

resources who 
empower 

employees 

 

Table 4. Six dimensions of change (Beer and Nohria, 2000 p. 137). 

 

Change models like these are however not flawless and often assume that it is possible to 

control fully for the change process. The failure rate is high with planned change like this 

and that can often be traced to poor implementation (Alvesson & Sveningsson, 2015). 

The Lewin’s three-step model of change is for example especially suitable when the 

change is affecting a small group of people within an organization where the employees 

are involved in the implementing process (Myers, Hulks & Wiggins, 2012). It has been 
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pointed out that in order to beat this problem, organizations have to think about change 

as something continuous and not something episodic (Alvesson & Sveningsson, 2015).  

 

6.1 Employees reactions to the change  

All employees who are affected by the changes will experience some emotions. This 

happens also when the changes are positive or rational. Employees reactions to the 

changes can differ and can be from passively resisting to trying to undermine it. Kotter 

(2008) mentions four different reason employees resist organizational change. The first 

reason for employees to resist organizational changes is if the employees thinks that they 

will lose some of their value and the changes result in political behaviour. The second 

reason employees resist an organizational change is when the employees understanding 

is not enough and they think that the changes will cost more than they will gain. The third 

reason is when the employee thinks differently of the changes and believes that it will 

cost more than the managers think. The last type of resistance is when employees think 

that they do not have the skills or are not able to develop the new skills that are required 

(Kotter and Schlesinger, 2008). 

 

Everyone within an organization will experience some kind of emotions, positive or 

negative, when an organization goes through changes. Organizational change is a 

transition that influences everyone that are part of the process. This means both the 

employees that are imposed to change and the managers with a responsibility for 

implementing the change. These emotions are different and the human response to change 

can differ between people. According to Kubler-Ross however, all people go through the 

same five phases when coping with trauma (Myers, Hulks & Wiggins, 2012). These five 

phases are:  

 

Denial phase: In this stage, the employee ignores the fact that the change is happening 

or might happen. Employees often think that the change will not affect them or this is all 

just a mistake (Myers, Hulks & Wiggins, 2012).      

 

Anger phase: When the employee finally realize that the change is happening he may 

feel angry (Myers, Hulks & Wiggins, 2012).   
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Bargaining phase: Employee will start negotiating about, usually, unrealistic deals like 

very high sales targets in order to postpone the change (Myers, Hulks & Wiggins, 2012). 

 

Depression phase: Characterized by holding on the past. Employees experience negative 

emotions and focus on the loss (Myers, Hulks & Wiggins, 2012).    

 

Acceptance phase: The employee is ready to let go of the past (Myers, Hulks & Wiggins, 

2012).   

 

The steps do not always come into this exact order and can vary in time. Some people 

will even skip some of the phases. Practitioners often represent the five stages in a change 

curve (Myers, Hulks & Wiggins, 2012). The Kubler-Ross change curve is illustrated in 

Figure 3. 
 

 

 

 

 

 

 

 

 

 

Figure 3. The Kubler-Ross change curve (Myers, Hulks & Wiggins2012, p. 74). 
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7 Methodology 
In the following section one central research question will be covered and two research 

questions presented. The methods used for obtaining the data will be discussed as well as 

the choice of participants and how the analysis and processing of data was carried out.  

 

7.1 Research questions  

This dissertation is built on one central research question: 

 

• How an Icelandic company is doing in implementing the Beyond Budgeting model and 

the impact of the implementing process on the employees.  

 

The literature on Beyond budgeting is mostly based on the experiences of practitioners 

and it leaves many questions unanswered. E.g. why only few organizations have started 

implementing Beyond Budgeting when research suggests that the annual budgeting 

process is failing to achieve the result that was intended in the beginning (Bogsnes, 2009). 

Academic research on the impact of these changes and the implementation process on the 

employees is also limited. Does this affect them in any way?  

 

This central research question is supported by two research questions: 

 

Research question 1: How has 1912 ehf.  implemented Beyond Budgeting?  

 

Research question 2: What is the impact of the implementation of Beyond Budgeting 

on employees at 1912 ehf.?  
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7.2 Case study  

The method applied in this research is a case study. It was thought to be the best way to 

analyse the process because the two research questions are “How has 1912 ehf.  

implemented Beyond Budgeting?” and “What is the impact of the implementation of 

Beyond Budgeting on employees at 1912 ehf.”. This is supported by Yin’s (2009) 

preference on the choice of method like case study to answer questions like how and 

what. Case studies is one way of doing social science research where an event is studied 

in detail by using variety of data collection methods. Case study is preferred, when 

researcher has little control over the event and the focus is on in-depth explanation of 

some social phenomenon. Case study is a method of analysing decisions, why they were 

taken, how they were implemented and what the results were (Yin, 2009). 

 

There are several types of designs for case studies. Yin (2009) believes four main types 

are relevant that can be put in a 2x2 matrix, illustrated in Figure 4. The matrix shows that 

each type of design has some contextual conditions in a relation to the case. Usually the 

boundaries between the context and the case is not sharp so the lines are interpreted with 

dotted lines. First a researcher must choose from a single case design or a multiple-case 

design. Single case design and a multiple-case design reflects different design situations. 

The next two designs, holistic design or embedded design can then be used in 

combinations with either of the first two. Holistic design is about using single unit of 

analysis and embedded uses multiple units of analyses. The matrix then results in four 

main types of designs for a case study.   
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Figure 4. Basic four types of designs for case study (Yin, 2009, p. 46). 

 

In this research, a single case design was used. It is based on the assumption that the case 

is critical and build on well formulated theory. The implementing process of Beyond 

Budgeting is a complex situation and in order to get a good picture of the situation and 

understand it better a single case study is thought to be the best way to analyse the process 

 The most common rationales for using single case design are five according to Yin 

(2009). These five rationales are listed below:  

 

1. If the study represents critical case based on well formulated theory and the case 

is selected on the basis that it will lead to better understanding of the 

circumstances, single case design is thought to be relevant (Yin 2009).   

 

2. It is thought to be relevant if the case is extreme or a unique case (Yin 2009). 

 

3. A case that is supposed to represent circumstances that are everyday or 

commonplace situations, a single case is also ideal (Yin 2009). 

 

4. A fourth rational for using single case design is if the case is revelatory. 

Researcher then can study phenomena that were previously impossible to study 

(Yin 2009). 
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5. The last rational for using a single case study is a longitudinal case. That is when 

the researcher is going to study the case at different points in time (Yin 2009).   

 

There are many sources of evidence in a case study. Yin (2009) mentions six that are 

most common. These sources are:  

 

1. Documentations: Documents like reports, internal records or formal studies on 

the same case can be useful to corroborate evidence from other sources. It usually 

contains details of the event and references. It is also a broad coverage of the case. 

Documents like this can however be difficult to find and can be biased (Yin 2009).   

  

2. Archival records: Archival records like computer files and organisational 

records like budgets can be important to use in combination with other sources 

but it depends on the case, how relevant they are (Yin 2009).   

 

3. Interviews: Interviews are the most important sources. Interviews can be divided 

into three different categories. In-depth interviews can take place over a period of 

time and are open ended. The researcher can ask about anything, like fact or 

personal opinions on the matter. The second type of interviews are focused 

interviews. Interviews like that usually last for a short period of time and the 

researcher follows a certain set of questions. They can however remain open 

ended. The third type of interview contains more structured questions like a 

survey. Interviews are useful because they can focus directly on the topics of the 

case study and they offer perceived casual inference and explanations. But 

interviews can be biased in many ways. The questionnaire can for example be 

incomplete or the interviewee may answer the questions dishonestly or 

misleadingly (Yin 2009). 

      

4. Direct observation: Direct observation is useful to cover events in real time and 

covers the context of the case. It is however very time consuming and usually 

requires a team of observers and is therefore costly. Results may also be skewed 

as the event may occur differently in those circumstances when it is measured 

(Yin 2009).   
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5. Participant-observation: Participant-observation is when the observer is not a 

passive observer and takes part in the event of the case study. It can be beneficial 

to be insightful into interpersonal behaviour and motives but this source has the 

same weaknesses as the direct observation method (Yin 2009).  

          

6. Physical artefacts:  Physical artefacts like technological devices, work of art or 

other physical evidence can be useful in some cases but usually have less potential 

than the other sources. It can be useful to get an insight into cultural features or 

technical operations (Yin 2009).       

 

In this research, interviews were used. By using interviews, the researcher can focus 

directly on the topic of the case study and it can provide perceived causal inferences and 

explanations. By using interviews, it will be possible to dig deeper into the subject with 

a more flexible relationship with the respondents (Aaker, Kumar, Leona and Day, 2013). 

Beyond Budgeting is about change in employees´ behaviour and attitude and using 

interviews is a way of knowing more about things that cannot be measured like feelings 

and behaviour that took place in the past (Aaker, Kumar, Leona and Day, 2013). The 

researcher used focused interviews where he followed a certain set of questions. 

Participants could add as much as they wanted or decide to not answer single questions 

during the interview. 
 

7.3 The choice of the company  

At the beginning of the process the original idea was to compare two similar Icelandic 

companies which both had started the implementation process of Beyond Budgeting. 

There are not many companies in Iceland who have started implementing the model and 

therefore not many to choose from (Páll Ríkharðsson, Þorlákur Karlsson og Catherine 

Batt, 2015). After choosing two comparable leading companies in their market, both 

companies were contacted, but as one of them was in a very early stage of the 

implementation process compared to the other, it was decided to only take one company 

and do a single case study. The company chosen was 1912 ehf., a family business where 

one of the owners, Ari Fenger is also the CEO of the company. In the case of medium-

sized organisations, 1912 ehf.  however, has the charm of a family business and lines of 

communication are short within the organization. The company has undergone major 

changes since Ari took over from his father toward a more modern governance practice. 
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Great emphasis is placed on working conditions and 1912 ehf. emphasizes hiring well 

educated and qualified people in order to create an ambitious and positive work 

environment. 1912 ehf.  works with the following values in mind: Initiative, Team spirit, 

Reliability and Passion. These values are the focus when it comes to recruitments. 1912 

ehf. has been selected by VR as an exemplary company and the organization has also 

received a VR equal pay certification (1912 ehf., e.d.). 

 

7.3.1 1912 ehf.  

1912 ehf.  is a wholesaler with over 100 years of history in Iceland. 1912 ehf.  is the 

parent company of Nathan & Olsen and Ekran, two of the large companies in the Icelandic 

food and groceries market. The operation of the company is divided into three units and 

1912 ehf.  role is to provide its subsidiaries with services in finance and information 

technology, in human resources management, procurement and inventories, thereby 

maximizing the efficiency of the company's operations. 1912 ehf.  headquarters are 

located in Reykjavík at Klettagarðar 19 and the company operates its own warehouses in 

Reykjavík and Akureyri (1912 ehf., e.d.). The Total number of employees at 1912 ehf., 

including Nathan & Olsen and Ekran, is around 100 and the sex ratio is close to being 

60% men and 40% women (1912 ehf., e.d.)  

 

For practical reasons Nathan & Olsen and Ekran are operated as separate companies but 

employees from these three companies perceive the operation as a whole, under the name 

of 1912 ehf.. Ari Fenger is the CEO of the company but he also holds the position of 

executive director of Nathan & Olsen. Ekran has then its own executive director that 

oversees the daily operations at Ekran. The CFO of the company is then the executive 

director of 1912 ehf. Nathan & Olsen is divided into two departments; food and non-food, 

each with its own marketing manager. Under the two marketing managers operate several 

product managers, all responsible for everything concerning their brands like sales and 

marketing. Both of the marketing managers hold the position of being product managers 

as well. An organizational chart for 1912 ehf. is illustrated in Figure 5. 
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Figure 5. An organizational chart for 1912 ehf. 

 
7.3.2 Nathan & Olsen 

Nathan & Olsen speciality is in marketing of brands in the Icelandic grocery market. 

Nathan & Olsen emphasizes on connecting producers and consumers and ensure effective 

distribution channels. Nathan & Olsen has offices in Reykjavík (1912 ehf., e.d.).  

 

7.3.3 Ekran 

Ekran´s speciality is in the import and sale of food, raw materials and other inputs for 

restaurants, cafeterias, caterers, production, food processing and ships. Ekran has offices 

in Reykjavík and Akureyri (1912 ehf., e.d.) 

  

7.4 Data collection  

To answer the research questions, semi structured interviews were used. These interviews 

were one-on-one interviews conducted in person with members from the executive board 

of 1912 ehf., middle managers and employees from the financial department. This 

populations were chosen because these are the employees that participated in the 

implementation process to some degree and are working with the model on a day-to-day 
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basis. Help and guidance from the CFO of 1912 ehf., Ólafur Tryggvason, was enjoyed to 

find the participants and he was also the main contact during the interviews.  

 

7.4.1 Participants   

A total of 11 employees at 1912 ehf. participated in the study. The selection of 

participants was based on convenience sampling. For participants to be eligible for the 

study, they had to be working with the model on day-to-day basis. The list of participants 

consisted of the CEO of 1912 ehf., the CFO, the Human resources manager, the Director 

of Ekran and managers of sales and marketing. It was thought to be important to get as 

broad of a group of employees as possible to get the most accurate results. After an 

interview with the CFO it was decided to add two product managers to the list of 

interviewers. All participants were given numbers from 1 to 11 to distinguish them when 

the results were analysed.   

 

7.4.2 The interview process 

The interview process started with an interview with the CFO where he went over the 

organizational structure of 1912 ehf., CFO’s point of view of the model and the 

implementation process. He also went over how the budgeting process was before the 

Beyond Budgeting implementation. Later, suitable interviewers were selected and the 

timing of the following interviews determined. All interviews, except the interview with 

the CEO, took place in a meeting room at 1912 ehf.’s headquarters in Reykjavík, Iceland, 

over a period of 2 days between March 22nd and March 23rd 2017. The last interview 

was with the CEO at Suðurgata 12 on March 23rd 2017.  

 

At the beginning of the interview, participants were requested permission to record the 

interview. Respondents were notified of full confidentiality and it was stated that it was 

not possible to trace the interviews. Next, the purpose of the research was presented and 

explained for every participant. 

 

A guiding set of questions was used for the interviews. The questions were based on the 

literature on Beyond Budgeting and change management. The questions were designed 

to give an insight into how 1912 ehf. is doing in implementing the Beyond Budgeting 

model and what the main challenges are as well as the role of the Human Resource 

department in the implementing process. The questions covered specifically the 
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employees´ experience of the implementation process. The questions for each participant 

were adjusted so they would be as relevant as possible. The CEO and the CFO got another 

guiding set of questions. The questionnaires as a whole can be found in the Appendix 

12.1-12.4. After each interview the main notes where written down.  

 

7.5 Data Analysis Strategy 

All interviews were recorded and transcribed. Quotations from the interviews where used 

when analysing the data to emphasize points. Since all the interviews took place in 

Icelandic the quotations were translated into English. Some of the quotations had to be 

corrected by taking out fill in words, without changing the meaning of the quotations. 

When analysing the data, the answers where categorised in 5 themes which are presented 

in chapter 8 in the dissertation. A list of possible responses was generated and then each 

response was placed into one of the list.  These themes where then compared to theories 

from the literature review.   

 

7.6 Ethical Considerations 
An informed consent was signed in the beginning of the process. 1912 ehf. and its 

subsidiaries agreed to provide access to selected managers and information about the 

activities and operations of 1912 ehf.  and its subsidiaries. All information and statistical 

data provided by 1912 ehf. will only be used for the research and may not be copied or 

distributed in any way without the consent of 1912 ehf.  
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8 Analysis 
In this chapter, the data will be analysed in order to answer the research questions 

presented earlier.  

The interviews where categorised in 5 themes:  

 

1) The annual budgeting process before Beyond Budgeting and the implementation 

process of Beyond Budgeting. The analysis will start with an overview of how the 

budgeting process at 1912 ehf. was before the Beyond Budgeting implementation and 

what led the company to decide to implement the model. The implementing process will 

then be covered.  

 

2) The next theme is the organizational culture of 1912 ehf.. In this section, the researcher 

will go over the organizational culture of 1912 ehf. and how it is intertwined with the 

Beyond Budgeting model  

 

3) The third theme is the comprehension of Beyond Budgeting at 1912 ehf.. There, the 

understanding participants put in the concept of Beyond Budgeting will be covered.  

 

4) The fourth theme is the impact of Beyond Budgeting at 1912 ehf.. In this chapter, it 

will be reviewed how relevant the employees think Beyond Budgeting is for their work. 

Employee’s overall experience of the model will also be covered where the analysis will 

be divided up by two sub-themes, stress and integrity.  

 

5) The last theme is the Human Recourse department involvement. This chapter will 

cover the role of the Human Resource department in implementing the Beyond Budgeting 

model. 

 

The analysis chapter will be divided by previously stated themes into five chapters. In 

each chapter the researcher will go over the main results for each theme and end with a 

discussion of the results.  
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8.1 Theme 1: The budgeting process before Beyond Budgeting and the 

implementation process of Beyond Budgeting 
 

8.1.1 Background and reasons for change. 

There are many reasons why the company decided to get rid of the annual budgeting 

process and look for a different approach like Beyond Budgeting. The attitude toward the 

reasons for 1912 ehf. implementing Beyond Budgeting was very similar among 

interviewers. Most interviewers felt that implementing Beyond Budgeting and the 

implementation process would be an important step in the expansion, competitiveness 

and development of the company. Everyone agreed that the former budgeting process at 

1912 ehf. had missed its mark and was outdated.  

 

Before the Beyond Budgeting implementation, the budgeting process at 1912 ehf.  was 

traditional annual budgeting. The scope was the calendar year. The process was done 

from bottom up and each brand or product was analysed in detail. Volume, cost and net 

selling for each product was added and from this the budget was created. The process was 

in the hands of many and the product managers where responsible for everything 

concerning their brands. From September to December great effort and time was put into 

generating the budget.  

 

1912 ehf. settles and reports operational figures on a monthly basis and that is a big part 

of 1912 ehf.´s idea of how the group is operated. This is something that 1912 ehf. has 

done long before Beyond Budgeting and still does after the implementation. This is done 

twice a month for each company. In the beginning of each month everyone gets a pre-

settlement that contains real numbers of sales and margins for both companies, labour 

costs, all depreciation and everything else that has entered the settlement from last month. 

Around the 20th of each month the overall results for the two companies and 1912 ehf.  

is then reported. The company is therefore very driven by these settlements.  

 

Before the implementation of Beyond Budgeting, the budget was used as a target through 

the year and the mentality in the company depended on whether they were under or over 

the budget. 
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“If we were on budget everything was good, if we were under the budget 

everyone was grumpy”. (CFO) 

 

A system like this has its advantages. This is a great and good management system to 

monitor costs and help organizations to organize the different parts of the business 

(Horner, 2015). This was the case at 1912 ehf. before Beyond Budgeting. The budget was 

very detailed and extensive analysis work took place from September to December.  

 

“This [the annual budgeting process] was very accurate, which is now when 

I think of it, good as this forced you to analyse each product into details [...] 

This was time-consuming but very accurate.” (Interviewee no. 1) 

 

Assumptions in the budget could however easily change because of the ever-changing 

market and since the budget was only done once a year, changes in assumptions would 

affect the actual figures but the budget stayed the same. Therefore, the budget would 

quickly become obsolete. A lot of effort and valuable time had then been put into a 

process that had no or little value after the first months of the year. 

 

“The budget was really accurate; it was completely planned down to the 

smallest detail but the problem with the annual budget is that it is so quick to 

become out-dated.” (Interviewee no.  7) 

 

“…then something happened in February which affected your budget but you 

were not supposed to change anything until next fall so you always thought 

this [the budget] has no meaning.” (Interviewee no. 4) 

 

With the annual budgeting process at 1912 ehf. those who were involved in the process 

tried to predict how the business would fare next year by putting down viable numbers to 

work with. The process was normally like that, the employees made their budget and then 

it went to the CEO to get an approval. The CEO then usually sent them back with the 

budget and urged them to try harder and get better numbers. People then went over the 

budget again and tried to raise some sales numbers and reduce some costs.  Goal setting 

was then becoming a part of the budget. The annual budget therefore served the purpose 
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of being a forecast for the next year but also as being a goal setting tool for the employees 

and it was hard to separate these two figures. 

 

“...a marketing and sales budget that you prepared in September with all 

kinds of hopes and dreams [...] using that as a target in February was so 

useless.” (Interviewee no. 2) 

 

“When the budget had been approved, I knew it had been stretched out in 

many ways. So, if I was doing a long-term payment plan or cash flow plan, I 

knew I could not depend on the actual budget. So, I had another budget that 

I believed in. And that is of course not good if you have two different budgets, 

one says this and the other says that, which one is right?” (CFO) 

 

In the case of 1912 ehf., the limitations of the former budgeting process were clear and 

everyone involved in the process were aware of this. The benefits of the annual budgeting 

process did not compensate the fact that something was wrong with the process. It was 

difficult to separate the forecast and the goal setting for the next year. The fast-changing 

market also played an important role. Assumptions were quick to change which led to the 

budget becoming outdated fast. It also had an inhibitory effect on decision-making within 

the company, i.e. people rather postponed decisions to the next year instead of interfering 

with the budgets. The budget was no longer a reliable tool for the company to use. 

 

8.1.2 The implementing process 

“No this [the implementing process] was pretty fast and it is generally like 

that in this company. If we have decided on doing something, then we just go 

for it.” (Interviewee no.  8) 

 

It was clear to the CEO and CFO that the annual budget was not delivering the result it 

was supposed to. It had been made aware several years ago that a rolling forecast could 

be a better solution. However, the norm within the company to use the annual budget as 

a measurement for business success was so rich in their mind.  

 

1912 ehf. had put great emphasis on monthly settlements and reporting for a long time. 

The company needed however a tool to take this further in order to improve the results of 
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the budgeting process. When the CEO heard of Beyond Budgeting for the first time he 

thought this could be what 1912 ehf. needed. He later introduced the model to the CFO 

and they began to examine it further. After listening to lectures and consulting with 

scholars they were sold. A meeting with the executive team was held where the Beyond 

Budgeting model was introduced and managers got the opportunity to listen to lectures 

and members from other companies that had already started implementing the model. 

 

“We got a visit from the company Össur and I think that is important. This 

was a person trying to sell us the concept but not as a salesman but more as 

a likeable guy [...] this was not a company trying to sell us a new computer 

system. This was something that other companies had tried and were seeing 

their own benefits in it.” (Interviewee no. 1) 

 

All preparation work was in the hands of the CFO, who was responsible for creating the 

forecast and prepare all the data so it would go smoothly and much work was put into the 

presentation. It is important that such decisions come all the way from the top and how 

this took place at 1912 ehf. may to some extent be attributed to the way the ownership of 

the company is. The CEO is also one of the owners of the company and therefore very 

involved in all parts within the company. The main bottleneck was convincing the other 

members on the board.  

 

“For the members of the Board of Directors who are not involved in the daily 

operation it gives them a certain security to have a budget and attend board 

meetings four times a year and just say are we on track or not [...] for them 

it is better just to remember one number.” (CEO) 

 

It took however only a couple of meetings to convince the Board of Directors and from 

that point there was no turning back and the work began. No special preparation process 

took place other than the Beyond Budgeting model was presented to the executive team, 

preparation of documents took place and then they started. A few months later, 1912 ehf. 

started using a rolling forecast instead of the annual budget.  

 

 “This was just executed like, now we are working according to this [the 

rolling forecast].” (Interviewee no.  4) 
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“All of a sudden it [the rolling forecast] was up and running and we only 

needed to fill in the numbers.” (Interviewee no.  2)   

 

The whole Beyond Budgeting concept was introduced to the executive team but the 

implementation process involved mainly implementing a rolling forecast and every effort 

was made in creating a solid foundation for employees so everything would go as smooth 

as possible. The process of abandoning the budget was therefore more a rolling forecast 

implementation rather than a Beyond Budgeting implementation.  
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8.2 Theme 2: The organizational culture of 1912 ehf.  

Implementing Beyond Budgeting is more than a new tool to improve the budgeting 

process. This is a major change in mind-set and corporate culture. The role of 

management is transferred from control to support and increased focus is set on 

improvements in all areas. The culture is characterized by increased power distribution 

and cooperation between departments. More focus is also on the future, and planning 

becomes constant instead of annual (Bogsnes, 2009).  

 

In the case of 1912 ehf., the culture before the implementation of Beyond Budgeting was 

greatly linked to the 12 principles. When Ari Fenger, the CEO, took over the company in 

2008, he had new ideas about governance practice which linked well with the philosophy 

behind Beyond Budgeting. For example, expanding the executive team and emphasize 

on more power distribution. After the implementation of Beyond Budgeting, planning 

became constant instead of annual at 1912 ehf. but other than that, little emphasis was 

placed on cultural changes in the process and the company did not go systematically in 

to every principle.   

 

“But then we have the Beyond Budgeting culture, but we were already there. 

It just fitted in to the existing corporate governance.” (Interviewee no.  7) 

 

Within 1912 ehf., much effort is made on having qualified people in all positions When 

asked about the culture, the CFO said: 

  

 “People usually want to do well and if we put our trust in the people the 

power distribution will automatically follow and everything will start to run 

more efficiently.” (CFO) 

 

He then goes on: 

  

“It may be said that our philosophy is just a common sense how we operate 

the group. We are trying to save money and maximize the profit, no matter 

how we do it. The 12 steps are common sense for us as well. The 

implementation was therefore no effort, it just happened. The key is first and 

foremost to trust your people.” (CFO) 
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Other interviewees agreed: 

 

“Then of course regarding all decision making and giving employees more 

freedom and responsibility, so decisions are in their hands and they bear the 

responsibility. It was maybe that management mode which we were in. To 

give middle managers freedom and responsibility. The genius of it is that 

when employees have a certain responsibility they put a lot more effort in 

their work.” (Interviewee no. 7) 

 

All meetings at 1912 ehf. revolve around communicating information. The CEO is also 

included in most operations and everyone has an easy access to him. Transfer of 

communication is therefore short.  In the beginning cost control was 1912 ehf.´s main 

concern and how they were going to have a control over the spending. Today everyone 

has access to all settlements, which shows a comparison of cost items between years and 

it is easy to see if you're under or over last year. Costs such as per diem payments are also 

open to everyone so you can see what the others are doing. 1912 ehf. also made great 

efforts into increasing the number of scales measuring all kinds of criteria. This all serves 

the purpose of being a cost control tool and is all something that Beyond Budgeting has 

brought to the company. 

 

Like was said earlier in the analysis chapter, the implementation process at 1912 ehf. 

involved mainly implementing a rolling forecast. The biggest change for the employees 

was then going from annual budgeting to a rolling forecast. The culture within the 

company and how the budgeting process had been before helped with this transition. 

Before, the company was very driven by these monthly settlements and people were used 

to the comparisons with the budget every month and working with these figures. The 

settlement changed dramatically when 1912 ehf. began to use the forecasts, but the people 

were still used to reading into these figures and using these figures.   

 

When asked if there was any visible change in the employee’s behaviour following the 

implementation, the CFO mentioned that people used to wait with big decisions until 

August, because it had to be reported in the budget. Now, such decision making is 

processed immediately and there is no budget that hinders. 

 



 

 

49 

“…concerning the budget, then you might want to postpone certain 

operations until the end of the year so not to interfere with the plan. It hinders 

all decision-making.” (Interviewee no.  7)  

 

The budgeting process was in the hands of many employees before the Beyond Budgeting 

implementation at 1912 ehf. The change was therefore not that drastic. The foundation 

was already in place and the company only needed something to help it to continue to 

grow. According to the CEO there is however no holy solution and Beyond Budgeting is 

no religion for them. It just helped the company to move further in the direction of being 

more competitive. 

  

“Although we had been making the budget once a year, this model is better 

suited for the culture of the company. I just felt like it was because we were 

so far in this thinking without necessarily thinking about Beyond Budgeting 

[...] this just helped us to take this one step further and go from the traditional 

annual budgeting process and over to a more dynamic system.” (Interviewee 

no.  8) 

 

Beyond Budgeting is all about a decentralized organizational structure with decision 

making spread throughout the organization. That is the case for 1912 ehf., where the role 

of management is supportive rather than control. It is however evident that in big 

decisions making within 1912 ehf., like when the company decided to implement Beyond 

Budgeting, the decision-making is more top-down, where the CEO and the CFO 

eventually makes the big decisions.    

 

“Yes, you know all the managers were on board with this. But again, if Óli 

[the CFO] and I had decided to do this, no one was going to say anything 

else.” (CEO) 

 

“It may well be that there were lots of other solutions, but that was just what 

the CFO decided to do and everyone followed.” (Interviewee no.  5) 
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8.3 Theme 3: Comprehension of Beyond Budgeting at 1912 ehf.  

Beyond Budgeting is said to be about banishing budgeting altogether (Hope and Fraser, 

2003). Here the word budget does not just mean ordinary budget with planning and 

control, it is about a cultural change (Hope and Fraser, 2003). Implementing Beyond 

Budgeting is therefore more than implementing a new management tool, this is a way for 

companies to get rid of the command and control culture that often follows the annual 

budgeting process and start to focus on power distribution and cooperation between 

departments. It was therefore interesting to see what understanding participants put in the 

concept of Beyond Budgeting. What does it mean to work by this philosophy that Beyond 

Budgeting is? 

 

The model was introduced to the executive team before the implementation and everyone 

had access to educational material on Beyond Budgeting like the book Implementing 

Beyond Budgeting: Unlocking the Performance Potential by Bogsnes. The main focus in 

the implementation process was though mainly on implementing a rolling forecast. When 

answers from participants were analysed there was a clear difference on the understanding 

between employees in the marketing department and other participants. Answers from 

the product managers especially stood out.  

 

8.3.1 The marketing department 

The understanding of the term Beyond Budgeting was mostly related to the rolling 

forecast within the marketing department. 

 

“This is something that's live 12 months ahead [...] this is, of course, just a 

living document that you fill in and then it just carries on by itself.” 

(Interviewee no. 4) 

 

“It is Óli [the CFO]and an Excel document.” (Interviewee no.  3) 

  

The product managers perceive Beyond Budgeting as more freedom and more flexibility, 

compared to the annual budgeting process. They think this is something up to date and 

something that gives people the opportunity to react to change in the market more quickly 

and more trust is put in the employees.  
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What was however common among all the interviewees within the marketing department 

was that all of them understood the concept in relation with a rolling forecast. One 

mentioned that he did not see the differences between Beyond Budgeting and just making 

the budget four times a year or deciding that it is not necessary to plan everything down 

to the smallest detail. 

 

“People are talking about the forecast to a great extent but the Beyond 

Budgeting concept or the methodology behind it, no one is talking about that. 

It is rather the consequence of Beyond Budgeting, that people should be 

tampering with the forecast faster and more often each year and respond to 

situations that arise as soon as possible. People are starting to think like that, 

but whether it's related to any Beyond Budgeting that we introduced in 2013, 

I don’t think that is the case, especially among the product managers.” 

(Interviewee no.  1)     

 

However, it should be noted that two of the marketing managers had a broader 

understanding of the concept even though they usually talked about it in relation with the 

rolling forecast.  

 

“You can see it is global and a certain philosophy [...] and it is about more 

than just finance but also about human resources and how to prioritize.” 

(Interviewee no.  1) 

 

8.3.2 Other departments 

Interviewers from other departments had a good understanding of Beyond Budgeting and 

it was easier for them to distinct Beyond Budgeting from the rolling forecast compared 

to employees within the marketing department. 

 

“I think it's a constant improvement tool. This is a tool that fosters this 

thinking what can we do to really maximize the value we get out of our 

business.” (Interviewee no.  8) 

  

But as with the marketing department everyone was very focused on the rolling forecast 

when describing Beyond Budgeting.  
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All the interviewees answered no when asked if they thought that anyone else in the 

company that was not working with the forecast on day-to-day basis would know what 

Beyond Budgeting is. The discussion about Beyond Budgeting is mostly among 

managers and the regular employee at 1912 ehf. does not know what it is. Few of the 

interviewees had sought to familiarize themselves with the model further than was offered 

in the beginning of the implementation process. 

 
8.4 Theme 4: The impact of Beyond Budgeting at 1912 ehf.  

 

8.4.1 Relevance 

The annual budgeting process was in the hands of many at 1912 ehf. before the 

implementation of Beyond Budgeting and the changes that followed when the company 

decided to implement Beyond Budgeting were not so extensive. People were used to the 

monthly comparisons and using these figures so procedural changes were limited.  

 

The product managers are the ones who must update the forecast the most regularly. 

Product managers are forecasting for their own departments where things can change 

faster than for the ones that are only forecasting for cost elements, where factors aren't as 

susceptible to rapid change. 

 

It can be said that all interviewees saw the advantages in having a rolling forecast and 

always looking 12 months ahead.  The forecast is just a little part of the job and all the 

interviewees said this was less work than before and it was a good tool to see in which 

direction the business was heading.  

 

“Today, this is only a small part of my day-to-day job[...]while you were 

spending months on the annual budgeting.” (Interviewee no.  3)  

 

“…we're quicker to intervene if something happens [...] and much faster to 

see in the end what the impacts will be.” (Interviewee no.  4)  

 

However, what the product managers were having trouble with was not to use the forecast 

as a benchmark and people missed that from the annual budget. The product managers 
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believe that using last year as a benchmark is not reliable since much has changed since 

last year and it is hard to compare two different things.  

 

“We of course sneak and do that a little bit [using the forecast as a 

benchmark]. You can´t always compare yourself to last year. That isn’t 

always comparing apples to apples. The changes are so constant.” 

(Interviewee no. 4) 

 

Separating the forecast and goals was not only a difficult step for product managers, the 

CEO added: 

 

“That has been my biggest challenge, to just accept that this is the reality and 

if I'm not happy with the results then I just need to find better solutions.” 

(CEO) 

 

It was clear from the answers that the product managers found it more difficult to see the 

value of this process for their daily activities than other participants. All of them 

mentioned that this was mostly done for the CEO and CFO. 

 

“Some people think we're just doing this for the finance department and the CEO, the 

usual product manager is more concerned about what he sells today, what he has in stock 

[...] that is all beside Beyond Budgeting.” (Interviewee no. 1) 

 

“I felt like this was a system that we were using just for the CEO and the CFO [...] there 

we were doing extra work to what we were doing which would not really benefit us.” 

(Interviewee no. 3)  

 

Beyond Budgeting is far from being the focus in the product mangers´ work, on a day-to-

day basis and studying completely the philosophy behind Beyond Budgeting is not a 

priority for a product manager. The product managers had wanted to get a better 

explanation of what would be expected of them instead, if they could not use the forecast 

as a benchmark. All the product managers also mentioned that they missed having 

predetermined deadlines. In the ideal world, according to the CFO people will understand 

the connection between cause and consequences, and will see the benefits of immediately 
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changing the forecast when changes are taking place. People will start to show some 

initiative and be excited about this and therefore no deadline would be needed. The 

product managers however feel that they need the deadlines as a restraint.  

 

“I think that we need to be careful that this is not so flexible that if nothing 

big happens then no one does anything. Then the forecast gradually expires.” 

(Interviewee no. 1) 

   

8.4.2 Stress 

When asked about if implementing Beyond Budgeting or the process around the 

implementation had created increased stress for employees none of the interviewees 

answered yes. They all thought this had spread the work load over the year and it was 

good to escape this stress full time from September to December every year. 

 

“I can quite believe that at Nathan & Olsen, where great emphasis was 

placed on the product managers to update the forecast regularly, there could 

have been more stress. But on the other hand, it's not this major pressure to 

finish the budget like it used to be. If there is a new product coming in, you 

can immediately add it to the forecast and see what the results are. But for 

my part, I have not experienced increased stress.” (Interviewee no. 5) 

 

8.4.3 Integrity 

Regarding integrity, most of the interviewees thought it had increased. The game of 

under- or over estimating the budget in order to have a better chance to meet targets no 

longer exists within 1912 ehf. Interviewees said that when using the annual budget people 

unknowingly start to think about the budget as something that they can spend instead of 

now people think more like what can I do to improve things around here. Employees at 

1912 ehf. have become more aware of the spending and are now seeking consciously for 

more inexpensive ways of doing things. People feel that they are trusted and the thought 

“I must spend as much as I can or I get less next year” is therefore gone. If you need 

anything you just must give a good argument for it. This has also had the effect that 

managers are constantly setting new goals for their people. 
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“employees are now more ambitious to look for cheaper ways of doing things 

around here [...] and it's no longer this thought: I have this money to spend.” 

(Interviewee no.  6) 

 

“People are getting used to this thought “I do not have to hold on to 

something”.  I'm not going to Ari and he's giving me a stamp on the budget. 

They trust me and I use what I need and should according to contracts. So, I 

would say that integrity has increased.” (Interviewee no.  4) 

 

8.5 Theme 5: The Human Resource department involvement. 
The HR manager started after the Beyond Budgeting implementation and was therefore 

not a part of the implementing process. The interview with the HR manager took into 

consideration the arrival of the HR manager after the implementation of Beyond 

Budgeting and the focus was mainly on what the role of the HR department should be in 

an implementing process like this and how HR managers can work according to the 

philosophy behind Beyond Budgeting.   

 

The former HR manager at 1912 ehf. did not take any special part in the process of 

implementing Beyond Budgeting other than taking part in the work behind the rolling 

forecast. When asked about the involvement of the HR department in the implementation 

process the CFO mentions that he regrets not involving the HR manager in the process at 

the time. Bogsnes (2009) attaches great importance in the involvement of the HR 

department in his work and they were fully aware of that at the time. 1912 ehf. did 

however not think it was necessary because the culture at 1912 ehf. was so well linked to 

the 12 principles. And that's why the former HR manager did not take part in the process, 

more than other managers. 

 

When the new HR manager took over, she got a summary on how they were working 

with the rolling forecast and an introduction of Beyond Budgeting. How the process took 

place or how the Human Resource department was working according to the philosophy 

was however missing completely. 

 

Regarding the implementation process, the HR manager says that it was just executed and 

no need assessment among managers on whether this should be done or not took place. 
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It was clear to her that a clear vision for the changes was not as well-defined as it should 

have and in support of that, she mentions that there were couple of managers who were 

unable to figure out the clear objective of the process. Human resource issues like what 

does this mean for our managers and how are we going to create leaders instead of 

controllers had not been viewed to a great degree. The role of the HR manager is very 

important when such big changes take place (Bogsnes, 2009) and according to the HR 

manager the HR department has to be part of a decision like this.  

 

According to the HR manager, the typical human resources department has the tendency 

to isolate itself in a bubble and it can be attributed to a certain fear and ignorance of the 

business. Understanding financial terms like EBITDA and statement of income is as 

much important for the HR department as in other departments within a company. This 

is especially important when implementing Beyond Budgeting because the philosophy 

behind the model depends so much on interaction between HR and finance. It is therefore 

equally important to have a CFO that understands the HR side of the process. That is the 

case for 1912 ehf. and since the new HR manager took over she has been working 

strategically with other departments on improving all sides of the company in order to 

optimize the business by making the best and most effective use of the resources they 

have. 

 

In a management model like Beyond Budgeting which depends so much on power 

distribution it is important to start with the people. Organizations should ask themselves: 

Do we trust our people with all this responsibility? According to the HR manager this 

starts with the recruitments. At 1912 ehf., the focus is on recruiting people based on the 

company’s values. 1912 ehf. works with the following values in mind: Initiative, Team 

spirit, Reliability and Passion. In the job interviews at 1912 ehf. the reliability is measured 

with personality tests. The initiative is examined through behavioural interviews to see if 

an employee has a history of taking initiative. This is done as well to examine the team 

spirit. It is hard to operationalize passion and hire a person for his/her passion and at 1912 

ehf. they have been working on how that is possible.   

 

Once the right people are recruited then the next important step is the education. To get 

people to think about the interests of the company first and foremost is hard. Training is 

therefore the most important element according to the HR manager.  
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“The training is very important, the input we are putting in our groups. And 

how we work with managers to help them work like this with their team [...] 

Such operationalizing is very tough and there the information flow is very 

important. When I get here at the beginning of the year, I see the worst 

weakness in our human resources department is training. Training and 

information sharing.” (HRM) 

 

The HR department has been focusing since she took over on training programs for the 

employees and how to make them more effective. The weakness of the HR department 

before the current HR manager came, was the education and information sharing 

according to the HR manger. She has since thrown out all courses that she just saw no 

purpose in. It is very important according to her to fit the training to the business at any 

given time. Getting an external education manager to make a need assessment among 

employees is not always the right way. The company must think about if it needs this 

knowledge and whether this make any profit in the end for the company. The HR manager 

says:  

 

“It's very convenient to call a lot of people, perhaps get some external 

educator who teaches one course a year for 2 weeks but that is not suitable 

for us. Our employee’s turnover is not that way; the employees are coming 

and going and the people need the education now so it can be applied right 

away.” (HRM) 

 

To help to deliver educational courses and training programs to the employees, 1912 ehf. 

has started to use e-learning systems. There are many things to keep in mind when going 

into an intervention like that. It's not enough to just create a training program and think 

that the work is then done. What needs to be considered according to the HR manager are 

the 5 stages of learning:  

 

The first stage is the need assessment and that is done in a cooperation with managers. 

There the goals of each team are defined and compared with the knowledge already 

existing within the team. Then it is important to identify if there is a gap and see if it is 

possible to improve it with training or is it necessary to replace the team for another one. 

At 1912 ehf., this is done through performance appraisals once a year. 
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The second stage is about if the employee gained any knowledge from the intervention. 

According to the HR manager this is a step that many Icelandic companies fail in doing. 

It is essential to test the employee after the training and see if any learning happened.   

 

The third stage is the behavioural change. Do we see any change in the individual´s 

behaviour? This is done by testing whether the individual applies the new knowledge he 

learned into his work. 

 

The fourth stage is probably the most important according to the HR manager. That is 

the impact the learning has on the business. This can be for example in terms of time 

savings, increased sales or job satisfaction.  

 

The fifth stage is then the return of the intervention. What to keep in mind is how the 

company can optimize the business in the best possible way. 

 

When asked if she thinks that people feel more uncertain now after the implementation 

of Beyond Budgeting, as with future business goals for example, the HR manager 

mentions the term diffusion of responsibility. She thinks it is important that the managers 

understand that they have the trust but the responsibility is also on them in the end. She 

experiences that the managers do not own the number as well as they should. It is easy to 

not take responsibility for one’s own action or inaction when the CFO is doing most of 

the work around the forecast. If something happens that threatens the competitiveness of 

the company, like the arrival of Costco to the Icelandic market, it is necessary to react 

quickly and when the business has been doing well for a while, then the risk is that the 

employees do not respond fast enough. A team that works entirely according to the 

Beyond Budgeting thinking should see this change early in the forecast and react to the 

situation 

 

The disadvantage of Beyond Budgeting for managers according to the HR manager is 

that you have to put a lot of work into all decisions making. You need as a manager to 

come up with a good argument for everything you need and want. HR can have enormous 

effects here by giving the managers all the support and help needed and push them in the 

right direction. It is important for the HR manager to encourage managers to pursue what 
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they think is necessary for the business and show them that you believe in them. This of 

course depends on the fact that they have a good argument for what they want.  

 

When asked about if she thinks people think of the Beyond Budgeting just as rolling 

forecast the HR manager says: 

 

“Which came before the hen or the egg? You know this will be a trend in this 

direction if companies are using a rolling forecast and it will push them in 

this direction [...] it is very difficult to operationalize such philosophy and 

every company has to do it their way relative to the need at each time and 

there has to be a lot of thought behind it. It is a great responsibility to make 

such decisions, you will not go in to this just to because.” (HRM)  
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9 Conclusion and discussion 
The study was based on two research questions: How 1912 ehf.  has implemented Beyond 

Budgeting and: What is the impact of implementing Beyond Budgeting on employees at 

1912 ehf. 

 

When going over the results, regarding the rationale for the implementation, the changes 

were mostly due to effects in the external and internal environment. The external 

environment is changing rapidly and assumptions regarding the operation as well. The 

annual budgeting process was also binding in all decision making and very time 

consuming. The budget was therefore not a practical tool to rely on any more for the 

company. This is all in line with the 12 weaknesses of traditional budgeting that Neely 

(2011) mentions in his study.  

 

To manage changes in an effective way is a very difficult task for management. 

According to Lewin’s force field analysis the way to start is to identify the driving forces 

of the changes as well as the blocking force. It is important that the blocking forces do 

not outweighs the driving forces if the change is going to happen. The driving forces are 

then the forces that influence the situation to move in a certain direction (Myers, Hulks 

& Wiggins, 2012). In the case of 1912 ehf. the change itself happened fast and no need 

assessment was done or special change group created. 1912 ehf. did also not rely on any 

special change plan for the implementation in the beginning of the process. However, the 

process, did in many respects correspond to the literature on Beyond Budgeting and the 

advises Bogsnes (2009) mentions in his analysis of the implementing process at Borealis. 

There, he emphasizes the importance of creating the case for the change. There was a 

clear need for change at 1912 ehf. and since the company was very driven by monthly 

settlements and the budgeting process was in the hands of many, Beyond Budgeting was 

a very well fitted alternative. 

 

According to Hope and Fraser (2003), companies should emphasis on changing from 

being top-down control to bottom-up in order to cope with the fast-changing market. 

When 1912 ehf. decided to implement Beyond Budgeting, the decision making was more 

in the direction of being top-down, where the decision making was mostly in the hands 

of the CEO and the CFO. The most successful strategy for change is however according 

to Beer and Nohria (2000) to set direction from the top and then engage the people below. 
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It will be hard for companies to get an approval from everyone involved in the process. 

That will take a lot of time and will probably not deliver the desired results. Perhaps the 

best way, like in the case of 1912 ehf., is for the CEO and CFO to make the big decisions 

because they are the ones that are most familiar with the situation and then encourage 

others to participate.  Like one interviewee said when asked if more people should have 

taken part in the decision to implement Beyond Budgeting:  

 

“No, if someone had asked me if I wanted to go into an implementation like 

this, I would have said no thanks. Honestly, no one wants increased workload 

and more changes. So no, I think this was just the right decision.” 

(Interviewee no. 2)   

 

Kottel (2008) attaches great importance for companies on going through eight steps in 

their execution process, so that the changes will be successful. It may be said that 1912 

ehf. went through some of these steps, although it was not intentionally. The steps 1912 

ehf. followed based on Kottel´s approach are: 

  

1. First establishing a sense of urgency. There was clear need for change and the 

employees understood the need. So, the first step was fulfilled.  

 

2. The next step is forming a powerful guiding coalition. Kotter (1995) strongly 

emphasizes that the coalition should involve more than just senior management 

and it should consist of powerful people that can lead the changes and who are 

able to perceive the need. At 1912 ehf., senior management and the board of 

directors were both fully on board but no special change team was established in 

the beginning. The HR department was also not involved in the process.  

 

3. The next step is creating a vision. Kotter (1995) emphasizes the importance of 

creating a vision. 1912 ehf. goes into this change first and foremost for the rolling 

forecast and strong emphasis was put on having documents ready for the first 

forecast. However, understanding of the entire philosophy behind Beyond 

Budgeting was missing in some way. It seems like that the employees, especially 

the product managers, are missing the overview of the concept of Beyond 

Budgeting. Their perception is more in the direction that this is a new tool for 
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doing the budget. What was missing there was perhaps a clear vision of how the 

future will be different.  

 

4. Communicating the vision is the next step. The employees at 1912 ehf. were 

informed of the changes throughout the process and presentation and educational 

meetings took place. This step was therefore fulfilled.  

 

5. The next step is empowering others to act the vision. That means preventing 

hindrances.  There was not much resistance in the beginning. People were very 

open to this new approach and the employees got the opportunity to take part in 

the process. There was however no special effort made to identify if there would 

be people that were likely to work against the change. Kotter (2008) mentions 

several different reasons for an employee to resist change. Two of the reasons are 

if the understanding is not enough among the employees and they think that the 

changes will cost them more than they will gain and if they think of the changes 

differently than the managers. Several interviewees mentioned that they had 

difficulty understanding the benefits of this new system for their work and they 

thought it was mostly done for the CFO and the CEO.  

 

6. Planning for and creating short term wins is the sixth step according to Kotter. It 

did not appear in the interviews that short term wins had been created through the 

process. 

 

7. Consolidating improvement and producing still more change is the next step. The 

employees at 1912 ehf. are continually improving and adjusting the process 

around the forecast for example, developing new scales around the forecasts. The 

HR department has then worked extensively on improving the number of training 

programs and information sharing within 1912 ehf.  

 

 

 

8. The last step is institutional new approaches. This step focuses on that a new 

behaviour replaces the old practices. The culture was there before at 1912 ehf. to 
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a great extent and the employees at 1912 ehf. have begun to embrace Beyond 

Budgeting's thinking increasingly.  

 

Kotter´s eight step of successful changes is based on Lewin’s three-step model of change. 

Lewin emphasizes there on the importance of the changes being stabilized so 

organizations will not go back to the same condition as before the changes. Like was said 

earlier, the Lewin’s three-step model of change is especially suitable when the change is 

affecting a small group of people and the employees are involved in the process. This 

applies in the case of 1912 ehf.´s implementing process. The change affected a small 

group of people working with the forecast on a day-to-day basis that where all involved 

in the process. 

 

1912 ehf. did not go into every step of the 12 principle systematically and all the focus 

was placed on implementing a rolling forecast. One interviewee said that the people 

working with the forecast were lacking the basic understanding of this all and the 

company could have managed the people better, the ones that are working with the 

forecast. This can in some way explain how the employees understand the concept of 

Beyond Budgeting. Overall, the understanding of Beyond Budgeting among interviewees 

revolved around the rolling forecast. However, it seems like that the executive team has 

a broader understanding of the term and the philosophy than the product managers. It can 

be linked to that the executive team got a better foundation in the beginning. The CFO 

mentions that they could have gone further down the chain and introduced the philosophy 

behind the model to more people so everyone would understand it better, when he was 

asked if he would change anything today in the implementing process if he could. 

Employees that are not working with the rolling forecast didn´t get any presentation of 

the model. However, interviewees pointed out that the change in thinking in upper 

management could spread to them in other forms.  

 

In general, interviewees were rather positive about the changes and the employees at 1912 

ehf. have been scoring very high on job satisfaction scales according to the HR manager. 

It is however difficult to trace it directly to the implementation of Beyond Budgeting. 

People thought that the implementation had made their job easier and the stressful time 

at the end of every year is gone. Gaming behaviour also seemed to be gone. However, it 

is worth remembering that no need assessment among managers took place in the 
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beginning but afterwards it was clear that a couple of managers had more difficulties with 

this than others. No emphasizes was placed on working with them particularly in the 

process. There a lot of emotions, positive or negative that follow change that touches all 

those involved. Kubler-Ross argues that all people go through the same five phases when 

coping with trauma and these emotions can then be translated over to organizational 

change. Knowing about these emotions can be useful for organizations and help them to 

predict how the employees will react to the change.  Identifying resistance can then help 

in a process like this because it can indicate that something could be done better in the 

process and help the company to find better solutions (Waddel and Soha, 1998).  

 

This consequently leads to the importance of HR in a process like this. The involvement 

of the HR department is very important according to Bogsnes (2009). The results from 

the research showed however no involvement of the HR department in the beginning of 

the process. That was done consciously on the part of the company since they did not 

think they needed to place a strong emphasis on behavioural change within the 

organization since the culture was so well linked to the “Beyond Budgeting culture”. 

According to Hope and Fraser (2003) however, full commitment from everyone in the 

company is needed in a behavioural change like this. The model depends very much on 

interaction between finance and HR and it is therefore significant that both sides 

understand each other. Beyond Budgeting is not just a new tool to replace the traditional 

budget, it is a management tool that touches all sides of a company (Bogsnes, 2009). This 

has however changed after the new HR manager took over at 1912 ehf. She has focused 

on everything from recruitment to training and how the HR department works according 

to the model in trying to get the best results with the resources the company has at any 

given time. 

  

Overall, 1912 ehf. has done a good job in working according to the Beyond Budgeting 

model even though they did not emphasize on implementing every principle of the model. 

The implementation was fast but resembled more a rolling forecast implementation rather 

than a Beyond Budgeting implementation. That brings up the question when is a company 

a Beyond Budgeting company and when is it a company that uses a rolling forecast? In 

the end companies are just trying to run a business in the best possible way. If they do not 

see the benefits of going through all the principles systematically because they think the 

culture is already there then it has to be assessed whether it is worth it or not. However, 
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a related point to consider is that the understanding of the model at 1912 ehf. was mostly 

related to the rolling forecast and many of the interviewees thought the procedures around 

the forecast were mainly done for the CEO and CFO. Understanding the model and then 

how important you think the model is for your work must walk hand in hand. By 

explaining to people what the model is all about so they will understand how it benefits 

them and their job, and not just focusing on what it does for the company in the end, could 

be helpful. Because, if an employee sees the benefits of using this in his job, the forecast 

will be more accurate and therefore more useful for the CEO and CFO and of course the 

company. Then it is perhaps important to go through each principle with the employees 

and go through what it means for them and the company.  
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10 Suggestions for further research and shortcomings of the 

research 
This research tried to answer certain research questions which involve the implementation 

of Beyond Budgeting in an Icelandic company and the impact of the implementation of 

Beyond Budgeting on the employees. The results show that employees at 1912 ehf. are 

generally satisfied with the changes that followed the implementation of Beyond 

Budgeting. However, it is difficult to distinguish whether employees are just generally 

satisfied working at 1912 ehf. or whether it has something to do with Beyond Budgeting. 

In the beginning, the plan was to place 1912 ehf. on the Kubler-Ross change curve. 

However, the researcher would have had to have more information about the well-being 

of the employees at 1912 ehf. to place the company on the Kubler-Ross change curve. In 

further studies, it would therefore be interesting to measure employee satisfaction in 

connection with the introduction of Beyond Budgeting with better metrics. It would also 

be interesting to look at companies where the organizational culture is not as well linked 

to the Beyond Budgeting model, as in this case, and a more formal change process would 

be needed.  

 

It is important to keep in mind that the method in this dissertation was a qualitative 

research method and the results from this analysis only represent how things were done 

in this particularly company and can therefore not be applied to other companies.   
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12 Appendixes 

12.1 The questionnaire in Icelandic 

Nafn:  

Staða innan fyrirtækisins:  

 

1) Hversu lengi hefur þú unnið fyrir 1912 ehf?  

 

2) Hversu lengi hefur þú verið stjórnandi og hversu stór er deildin þín? 

 

3) Hvað felst í starfi þínu innan 1912 ehf?  

 

4) Hver var þín upplifun af fjárhagsáætlunarferli 1912 ehf fyrir innleiðingu Beyond 

Budgeting? 

a) Kostir/Gallar?   

 

5) Getur þú sagt mér hvað felst í Beyond Budgeting?  

a) Fékstu kynningu á módelinu áður en farið var út í innleiðinguna? 

b) Hver er þín skoðun á módelinu, varst þú spenntur fyrir breytingum eins og 

þessum? 

c) Telur þú þig vita hver markmið breytinganna voru? 

d) Voru markmiðin sett skýrt fram? 

e) Hefuru kynnt þér módelið eitthvað frekar út fyrir það sem þú fékkst að heyra í 

upphafi? 

 

6) Hver var þín upplifun af innleiðingarferlinu? 

a) Áttir þú einhvern þátt í innleiðingarferlinu?  

b) Voru þetta hraðar eða hægar breytingar?  

c) Var vel staðið að undirbúningi?  

d) Hvað var erfiðast?  

e) Finnst þér að fleiri aðilar hafi þurft að koma að ákvarðanatöku um innleiðingu á 

módelinu?  

 

7) Hvernig var eftirfylgnin?  

a) Er farið yfir það sem vel eða illa hefur gengið? 
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8) Myndir þú segja að þú upplifir meiri óvissu nú eftir innleiðinguna eins og óvissu með 

framtíðar markmið fyrirtækisins? 

 

9) Er þetta búið að breyta einhverju í þínu daglega starfi? 

 

10) Telur þú þig vita hver hlutverk þín og væntingar innan fyrirtækisins eru eftir 

breytingarnar?  

a) Eru markmið og ábyrðarsvið skýr? 

 

11) Hefur innleiðing Beyond Budgeting breytt miklu fyrir starfið þitt sérstaklega hvað 

varðar starfmenn? 

a) Hvað þá helst? 

• Minni/meiri pressa? 

• Minna/meira heiðarleiki? 

• Minna/meira streita? 

• Minna/meira álag 

 

12) Hvernig metur þú starfsumhverfið í þinni deild eftir innleiðinguna? 

a) Voru starfsmenn almennt kynntir fyrir Beyond Budgeting fyrir innleiðinguna? 

Hversa vegna og hvers vegna ekki?  

b) Hvernig var umræða starfmanna um innleiðinguna? 

c) Hefur eitthvað breyst frá því fyrir innleiðinguna?  

 

13) Fékstu aðstoð / leiðsögn við hvernig þú ættir að standa að innleiðingunni innan þinnar 

deildar? 

a) Hversu ítarleg/góð var sú aðstoð? 

 

14) Telur þú innleiðingu Beyond Budgeting vera jákvæða þróun fyrir 1912 ehf.? 

  

15) Nú er 1912 ehf. búið að vera með Beyond Budgeting í þetta langan tíma og þú nefnir 

nokkra hlutir sem helstu vandamál við “gamla kerfið”. Getur þú sagt í dag að 

innleiðing Beyond Budgeting hafi leyst úr þessum vandamálum?  

16) Er e-ð annað sem þér dettur í hug sem skiptir máli og ég hef ekki farið í?  
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12.2 The questionnaire for the CEO and the CFO in Icelandic 

 

1. Hvaða áætlunargerðaraðferð notuðuð þið fyrir Beyond Budgeting? 

a. Hver var þín upplifun af þeirri aðferð?  

b. Hvaða gallar voru við þáverandi aðferð?  

c. Varstu meðvitaður um þessa galla áður en þú kynntist Beyond Budgeting? 

 

2. Getur þú sagt mér hvernig þú kynntist Beyond Budgeting fyrst? 

 

3. Getur þú sagt mér hvað felst í Beyond Budgeting?  

a. Hver var þín skoðun á módelinu áður en farið var í innleiðinguna?  

b. Hvað þýðir Beyond Budgeting fyrir 1912 ehf.? 

4. Frá því þið kynntust Beyond Budgeting, hvað leið langur tími áður en: 

a. Þið ákváðuð að innleiða Beyond Budgeting? 

b. Byrjuðuð á innleiðingunni? 

c. Voru einhverjar hindranir?  

d. Ef það er búið að liða meira en 2 ár: Af hverju þessi langi tími? Var það 

hræðsla við að breyta? Þurfti að sannfæra stjórninna? Vilduð þið kynna 

ykkur þetta enn betur? 

 

5. Hver fór með frumkvæðið að breytingunum?  

a. Var einhver stuðningur til að byrja með frá öðrum starfsmönnum innan 

fyrirtækisins? 

b. Hvernig gekk að fá hann?  

c. Fengu þið einhverja utanaðkomandi aðstoð? Til dæmis, ráðlögðuð þið 

ykkur við fyriræki sem hafa nú þegar byrjað að innleiða Beyond 

Budgeting?  

 

6. Var módelið vel kynnt fyrir starfsmönnum áður en farið var út í innleiðinguna? 

a. Hvernig var því tekið?  

b. Var unnið sérstaklega með þeim starfsmönnum sem þóttu líklegir til að 

vinna gegn breytingunum? 

c. Eru einhverjir sem hættu eða hótuðu að hætta?  

d. Varst þú var við að fólk upplifði óöryggi varðandi breytinguna? 
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e. En e-ð annað en óöryggi? Eins og stress, kvíði? 

 

7. Hvað telur þú að sé mikilvægt að hafa í huga þegar fyrirtæki fara út í breytingar 

eins og þessa? 

a. Myndir þú breyta e-u ef farið væri aftur út í breytingar sem þessar? 

b. Hvaða vandamálum hefur fyrirtækið staðið frammi fyrir?  

c. Hvernig hefur þú tekist á við þau vandamál sem 1912 ehf. stóð frammi 

fyrir varðandi breytinguna? 

 

8. Getur þú lýst innleiðingarferlinu fyrir mér? 

a. Hvað tók það langan tíma? 

b. Hver var eigandi af verkefninu?   

c. Hvert var ábyrgðarsvið þitt í ferlinu? 

d. Voru þið með teymi?  

e. Fengu þið utanaðkomandi ráðgjöf? 

 

9. Hvernig hafa millistjórnendur og aðrir starfsmenn brugðist við 

innleiðingarferlinu?  

a. Funduð þið fyrir mikilli andstöðu vegna innleiðingarinnar?  

b. Hvað brann á starfsmönnum við innleiðinguna?  

c. Var unnið úr áhyggjum sem komu upp og þá hvernig? 

d. Eru einhverjir enn með áhyggjur? 

 

10. Hvernig telur þú að innleiðingin hafi tekist?  

a. Eithvað sem kom á óvart?  

b. Hvað tókst vel til eða illa? 

 

11. Hvernig telur þú að breytingar vegna innleiðingar Beyond Budgeting hafi haft 

áhrif á hegðun starfsmanna?  

a. Eru þetta sjáanlegar breytingar?  

 

12. Eru einhverjar venjur eða viðhorf sem hafa haldist frá því áður sem fer jafnvel 

gegn hugsunarhætti Beyond Budgeting? 
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13. Nú er 1912 ehf. búið að vera með Beyond Budgeting í þetta langan tíma og þú 

nefnir nokkra hluti sem helstu vandamál við “gamla kerfið”. Getur þú sagt í dag 

að Beyond Budgeting hafi leyst úr þessum vandamálum?  

a. Hvernig þá? 

 

14. Hvernig sérðu fyrir þér framhaldið varðandi Beyond Budgeting?  

a. Hver eru næstu skref? 

b. Er um varanlega breytingu að ræða? 

 

15. Er e-ð sem þér dettur í hug sem skiptir máli og ég hef ekki farið í? 
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12.3 The questionnaire in English 

Name: 

Position within the company: 

 

1. How long have you worked for 1912 ehf? 

 

2. How long have you been a manager and how big is your department? 

 

3. What is your job within 1912 ehf.? 

 

4. What was your experience of 1912 ehf.´s budgeting process before the Beyond 

Budgeting implementation? 

a) Pros / Cons? 

 

5. Can you tell me what Beyond Budgeting is? 

a) Did you get any presentation of the model before the implementation? 

b) What was your opinion of the model? Were you excited for changes like 

this? 

c) Do you understand what the goals of the changes were? 

d) Were the goals stated clearly? 

e) Have you familiarized yourself with the model further than the 

presentation you got in the beginning? 

 

6. What was your experience of the implementation process? 

a) Did you participate in the process? 

b) Were these fast or slow changes? 

c) Was there enough preparation before the implementation? 

d) What was the most difficult? 

e) Do you think that more people should have taken part in a decision like 

this? 

 

7. How was the follow-up? 
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8. Are you more uncertain now after the implementation? For example, uncertain 

about the company's future goals? 

 

9. Has the implementation changed anything in your daily work? 

 

10. Do you understand what your role is and what expectations of you are within the 

company after the changes? 

a) Are the goals and responsibilities clear? 

 

11. Has the implementation of Beyond Budgeting changed a lot for your job? 

a) What then? 

• Less / more pressure? 

• Less / more integrity? 

• Less / more stress? 

 

12. How do you assess your working environment in your department after the 

implementation? 

a) Were employees introduced to Beyond Budgeting model before the 

implementation? Why or why not? 

b) What was the discussion among the employees about the implementation? 

c) Has something changed since the implementation? 

 

13. Did you get help / guidance on how you should introduce the model within your 

department? 

a) How thorough / good was that assistance? 

 

14. Do you consider the implementation of Beyond Budgeting to be a positive trend 

for 1912 ehf.? 

 

15. Now 1912 ehf. has been using Beyond Budgeting for a certain length of time, and 

you mention a few things as the main problem with the "old system". Can you say 

today that the implementation of Beyond Budgeting has solved these problems? 

 

16. Is there anything else that matters to you that I have not gone through?  
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12.4 The questionnaire for the CEO and the CFO in English  

 
1. What budgeting approach did you use before Beyond Budgeting? 

a. What was your experience of that method? 

b. What were the disadvantages of that method? 

c. Were you aware of these disadvantages before you became acquainted with 

Beyond Budgeting? 

 

2. Can you tell me how you first heard of Beyond Budgeting? 

 

3. Can you tell me what Beyond Budgeting is? 

a. What was your opinion about the model before? 

b. What does Beyond Budgeting mean for 1912 ehf.? 

 

4. Since you got to know Beyond Budgeting, how long was it until: 

a. You decided to implement Beyond Budgeting? 

b. You started the implementation? 

c. Were there any obstacles? 

d. If it was more than 2 years: Why such a long time?  

 

5. Who took the initiative to go ahead with the changes? 

a. Was there any support from other employees within the company? 

b. Was it difficult to get support from other employees? 

c. Did you get any external help? 

 

6. Was the model well presented to employees before the implementation? 

a. How did the employees take it? 

b. Did you work especially with those employees who would be likely to resist 

the changes? 

c. Are there any people who threatened to quit? 

d. Do you think that people experienced any insecurities about the change? 

e. How about something other than insecurity? Like stress for example? 

 

7. What do you think is important to keep in mind when companies go through changes 

like this? 
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a. Would you like to change anything if you would go through something like this 

again? 

b. What problems has the company faced? 

c. How have you coped with the problems 1912 ehf. has experienced in relation 

to the change? 

 

8. Can you describe the implementation process for me? 

a. How long did the implementation take? 

b. Who was the owner of the project? 

c. What was your responsibility in the process? 

d. Did you create a team? 

e. Did you get any external help? 

 

9. How did middle managers and other employees experience the implementation 

process? 

a. Did you experience much opposition to the implementation? 

b. What were the employees main concerns in relation to the implementation? 

c. Did you work through the concerns that came up and if so, how? 

d. Is anyone still worried? 

 

10. Do you think the implementation has been successful? 

a. Is there something that came as a surprise? 

 

 

11. How do you think the changes have influenced the behavior of employees? 

a. Are these visible changes? 

 

12. Are there any behaviors or practices that still exist from the old budgeting process? 

Even something that goes against the Beyond Budgeting philosophy?  

 

13. Now 1912 ehf. has been using Beyond Budgeting for a certain length of time, and 

you mention a few things as the main problem with the "old system". Can you say today 

that the implementation of Beyond Budgeting has solved these problems? 
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14. How do you see the future? 

a. What are the next steps? 

b. Is this a permanent change? 

 

15. Is there anything else that matters to you that I have not gone through? 

 

 

	


