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Abstract 

The budget is widely criticised for consuming time and resources without adding sufficient 

value, however, it is undeniably one of the most important tools for planning and 

coordination. This case study examines a company that has abandoned the budget and 

replaced it with new planning and forecasting processes to achieve a dynamic process with a 

forward-looking mentality and less focus on details. The objective of the study is to 

investigate the experiences of the new processes and how the ways of working have been 

affected from a management accounting change perspective, with a focus from the 

controller’s perspective. The changed planning processes are conceptualised as a part of the 

organisation’s rules and routines.  

 

The findings showed that the purpose of the new processes was unclear in some respects, 

and although the new rules were accepted, many old routines had not yet changed. 

Perceived lack of system support combined with a conviction that certain aspects of the old 

processes were essential to perform qualitative work, are two explanatory factors. The level 

of detail had decreased in many aspects, but time has not yet been freed up for the 

controllers in favour of value-adding activities.  

 

Key words: budget, budget issues, management control systems, management 

accounting change, rules and routines, the role of the controller 
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1. INTRODUCTION AND PROBLEM STATEMENT 

Time is one of the most valuable resources in an organisation, which is sometimes 

consumed by activities that add little or no value. Many organisations spend time on these 

activities because “they always have” as they are deeply rooted in the organisation’s 

routines (Burns & Scapens, 2000). The budget is a typical example of one activity that most 

companies perform, but that often does not provide the equal value as the cost and time 

spent to create it (Hope & Fraser, 2003). Therefore, a number of companies have decided to 

adapt or entirely abandon their budget processes for practices that are more value-adding 

(Wallander, 1999; Bogsnes, 2009; Østergren & Stensaker, 2011). Thus, the general reason 

for change initiatives in management control practices often stem from a need for cost 

control and economic efficiency (Burns & Scapens, 2000), as well as a desire to save time.   

A large part of a company’s management control system consists of planning and 

forecasting processes, where budgeting is one of the most common tools (Merchant & Van 

der Stede, 2007). The traditional budget has however been criticised during several decades 

for its backward-looking features, time-consuming processes and its inflexibility (Argyris, 

1953; Wallander, 1999). However, many researchers argue that even though the budget may 

be flawed, there are several suggestions on how it could be improved and on how parts of it 

can be replaced with alternative management models (Ekholm & Wallin, 2000; Frow et al., 

2010; Libby & Lindsay, 2010). 

A number of companies have attempted to abandon the budget but few have 

succeeded completely (Rickards, 2006; Henttu-Aho, 2012; Henttu-Aho & Järvinen, 2013; 

Bourmistrov & Kaarbøe, 2013). There is a call for a greater understanding of the practical 

implications of abandoning the budget, as well as case studies answering what kind of 

processes that replace the traditional budget by answering “why” and “how” (Østergren & 

Stensaker, 2011; Sandalgaard & Bukh, 2013). In 2015, a large Scandinavian retailer, 

henceforth called “Alpha”, appointed a new CFO who decided to abandon the budget as the 

process consumed too much time and was deemed too heavy and detailed. Since only a year 

has passed since Alpha initiated the change process, the company is still in the early stages 

in the journey towards full implementation of the new processes throughout all its 

subsidiaries. The phenomenon of abandoning the budget will be explored through an 

examination of the largest subsidiary of Alpha, which is the food retail company henceforth 

called “Beta”.  
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The abandonment of the budget requires change in management control practices. 

To ensure that management control systems function optimally the controller needs to be 

engaged in the strategies of the organisation (Nilsson et al., 2010, p. 113), and thus be part 

of shaping the new systems and processes. When management control practices change, so 

does the roles and tasks of those affected the most (Taylor & Scapens, 2016). A number of 

studies have investigated management accounting change (MAC) and its effect on the 

organisation (Siti-Nabiha & Scapens, 2005; Zoni et al., 2012) and on its employees (Caglio, 

2003; Hyvönen et al., 2015).  

When a company decides to change its planning processes, it does not necessarily 

lead to an actual process change, and thus MAC. There is a difference between “how things 

should be done” and “the way things are done”; in other words, a difference between rules 

and routines (Burns & Scapens, 2000). The new processes are still being shaped in Beta and 

whether they are going to be established as the desired organisational routines or not is still 

unknown. Therefore, it is interesting to examine MAC when the change implementation is 

in its early stages and discover to what extent the new processes are implemented and how 

they have been received. Furthermore, it is important to highlight the journey rather than the 

destination in terms of management control system change (Bourmistrov & Kaarbøe, 2013).  

The contribution of this thesis lies in the combination of investigating budgetary 

issues and whether they can be overcome by substituting planning processes and to what 

extent the new processes have been implemented. Henttu-Aho and Järvinen (2013) suggest 

that more research is needed to investigate the interrelations between beyond budgeting-

practices and the controller’s stronger business orientation, which is why it is also 

interesting to investigate what happens to the roles and tasks of the employees who are 

affected the most by the change. This study provides a snapshot into the financial 

department of a company one year after a major management control system change and 

provides knowledge and insights for academics as well as practitioners that consider 

changing the planning aspects of their management control systems. 
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1.1 RESEARCH QUESTION 

This thesis aims to investigate the experiences of abandoning the budget and working with 

new planning processes a year after their implementation. This will be done by describing 

the employees’ perceived journey based on experiences of the old budget processes, the 

transition to the new, and the current experiences of the new planning processes. The 

employees are still affected by the old processes and routines, while adapting their work to 

the new processes. When new processes are implemented old routines need to be replaced, 

which in turn ought to affect the role of those working with the processes. 

 

What are the early experiences of the abandonment of the budget and how have the new 

substituting processes had an impact on the ways of working? 
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2. LITERATURE REVIEW - PROVIDING A MAP 

The literature review is presented in the framework below to connect the different parts of 

the literature and how it is related to investigation of the early experiences of budget 

abandonment. It is briefly explained below. 

 

Fig. 1: Theoretical Framework 

 

One of the most radical proposals regarding MAC is the suggestion that large parts of the 

management control system (MCS) must be updated by abandoning the budget (Wallander, 

1999; Hope & Fraser, 2003; de Waal, 2005; Bogsnes, 2009). Therefore, it is important to 

describe the budget process to understand what is changed when the budget is abandoned. 

Much of the research in MAC has been conducted from an institutional framework (Burns 

& Scapens, 2000; Alsharari et al., 2015). An institutional frame critiques the conventional 

idea that organizations are relatively autonomous, rational actors that exercise strategic 

choice in the design of managerial accounting and control systems (Baxter & Chua, 2003). 

Institutional theory rather assumes that institutions shape and are being shaped by human 

behaviour and social systems (Alsharari et al., 2015). In order to understand the complexity 

of change within management accounting, it is important to have a general understanding of 

explanations behind the phenomenon. However, due to the frame and research question of 

this thesis, there will be no literature review of institutional theory per se, but rather a review 
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of rules and routines, which make up institutions, as part of MAC.  

One of the controller’s main tasks is to communicate, produce, and analyse 

information, (Lindvall, 2009, p. 135-136), and with budget-free processes that require new 

types of information, the role and tasks of the controller are assumed to be affected. During 

the past decades, the role of the controller in organisations has changed from the “bean 

counter” to the “internal business consultant” or “extreme accountant” (Granlund & Lukka, 

1997; Baldvinsdottir et al., 2009; Goretzki et al., 2013). In the transition to a new MCS the 

controller has an important role as it is an important actor in management control (Rickards, 

2006; Nilsson et al., 2010, p. 16-18, p. 252; Gullberg & Lindvall, 2016, p. 185).  

2.1 THE BUDGET: A VITAL MCS TOOL OR A TIME THIEF? 
MCSs exist to provide managers with the information they need to perform their job and 

ensure that viable behaviour is developed and maintained within the organisation (Otley, 

1999). The systems consist of planning and controlling tools through follow-up, where the 

budget is an important tool with its main purposes of planning, control, and evaluation 

(Sivabalan et al., 2009).  

2.1.1 A MULTI-PURPOSE TOOL 

Planning systems in terms of budgets are traditionally seen as blueprints for operations and 

are perceived as vital for cost control, resource allocation and to predict financial 

performance. According to Otley (1999), budgeting is one of the few techniques that a 

company uses to summarise and make sense of all its activities. Budgets have long been 

viewed as the dominant form of management control and many organisations regard 

budgeting as their most important controlling tool (Ekholm & Wallin, 2000; Rickards, 2006; 

Østergren and Stensaker, 2011). Budgets are also used for accountability, coordination, 

communication of goals, operational planning, directing, analysing, performance evaluation, 

strategy formation, and as controlling tools used to monitor and motivate employees 

(Hansen & Van der Stede, 2004; Shim, et al., 2012; Zimmerman, 2017, p. 216-242).   

The budget has two general purposes; planning and control, where the planning 

aspect emphasises the importance of decision-making and assumes that all employees will 

make decisions which are in the company’s best interest and to achieve corporate goals 

(Greve & Andersson, 2016). There is a third purpose which is staff evaluation, but the 

planning and control reasons are found to be of higher importance than staff evaluation 

(Merchant & Van der Stede, 2008; Sivabalan et al., 2009). To achieve sufficient budgetary 
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control, the budget processes must contain two elements; company operations must be 

stable enough for the budget to be a realistic plan for a foreseeable future, and the managers 

must have a sufficient predictive model so that the budget provides a performance standard 

used to hold managers accountable (Berry & Otley, 1980). Samuelsson (2000) claims that 

when these criteria are fulfilled, the budget process is suitable, but not when more turbulent 

conditions are present (Hansen et al., 2003).  

 

2.1.2 THE BUDGET: IS IT ABOUT THE DESTINATION OR THE JOURNEY? 

Despite the various advantageous purposes of the budget, the budget process is often 

criticised for consuming too much time and resources compared to the value it adds to the 

organisation (Neely et al., 2001; Hope & Fraser, 2003; Becker, 2014). The budget process 

can be divided into four phases; the construction of the budget, the review of the budget, 

performing different types of budgetary analyses, and to make use of the budget (Kullvén, 

2015, p. 38). 

During the budget construction, the company uses wisdom from previous 

experiences and history, and it is also based on an analysis of the macro perspectives to 

ensure realistic sales forecasts. A selected group is often responsible for the budget, where 

the controller usually has a prominent role as coordinator and for provision of the necessary 

background material (Lindvall, 2009, p. 135-136; Kullvén, 2015, p. 40). The actual 

budgetary work itself is usually performed by managers on different levels of the 

organisation. In this phase, three different techniques can be used; the build-up method, the 

break-down method, and the iterative method (Kullvén, 2015, p. 42; Zimmerman, 2017, p. 

229). The determinant is whether the budgeting process should apply a decentralised 

system, a build-up approach, where departments on lower levels create budgets based on 

strategic goals and is then summarised “up” through the different levels of the organisation. 

The other option is to steer from the top down, which is the break-down method. The build-

up method is favoured because it increases the engagement and commitment in the lower 

levels of the organisation. However, it also means that top management loses some of its 

control as it does not know what the budget will look like in the end (Shim et al., 2012; 

Nilsson, 2016). The break-down method on the other hand is criticised for not engaging 

employees as they are not included in the process. However, the break-down method 

provides management with a clear overview of the budget, and could avoid lower-level 

managerial bias of the budget (Kullvén, 2015, p. 42-46; Nilsson, 2016; Zimmerman, 2017, 
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p. 216-242). The iterative method is a hybrid between the two former methods, and the 

composition of the method is often based on two main aspects: how the dialogue in the 

company takes place (from bottom to top versus from top to bottom), and what knowledge 

that is highlighted (i.e. management’s knowledge about macro factors versus operational-

level specific knowledge). (Kullvén, 2015, p. 46; Zimmerman, 2017, p. 216-242).  

During the review phase the budget figures are compared to the actual information 

that becomes available in the company as time proceeds; it is simply searching for 

deviations between the budget figures and the actual figures. These deviations are then 

analysed which can lead to organisational learning in the explanation process of the 

deviations. The second purpose of identifying deviations is to allocate responsibility, as 

there is always an owner of a problem who can also solve it. (Kullvén, 2015, p. 51). The 

final purpose of the budget review is to foster dialogue between employees and departments 

with more purpose and direction than if the dialogue would occur without any evidence or 

figures around the results for the period. The reports used for the review are often an object 

of criticism, as they are often accused of being delivered too late, to lack relevance, to be 

difficult to comprehend, and that they sometimes lack data for comparison. (Shim et al., 

2012). In other words, this is often the problematic stage of the budget process as the basis 

for comparison is often criticised, i.e. that the figures are outdated and irrelevant. 

The budget process can be more important than the budget itself, as it is during the 

budget process that managers reflect about the future and communicate within and across 

departments (de Waal et al., 2011). Following up the result is not always necessary, as it is 

the process itself that engages employees on all levels and forces them to think about their 

daily operations and their future, while the final results of the business are rarely in line with 

the forecasts (Nilsson, 2016).  Cooper et al. (1981) reason in line with this and state that by 

performing the budget process - forecasting, developing standards and evaluating results - 

an organisation may be discovering its goals.  

 

2.1.3 A BROKEN TOOL? 

Whether the budget process is an appreciated and important event or not, it has been 

criticised by researchers such as Wallander (1999; 2003), Bunce (2003), Jensen (2003), 

Player (2003), and Hope and Fraser (2003) who believe that budgeting should be abolished 

altogether as the traditional budgeting processes are fundamentally flawed. Traditional 

budget processes are generally slow and costly, as they often absorb large amounts of 
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managers’ and executives’ time, and involve people throughout the entire organisation 

(Hope & Fraser, 2003). This leads to a high granularity and iterations (de Waal et al., 2011), 

and due to the large amount of time required to prepare the budget, it often becomes quickly 

outdated (Henttu-Aho & Järvinen, 2013). One of the major budget flaws is the assumption 

that it is possible to predict the long-term future based on past events, which might lead to 

that resources are spent on backward-looking analyses (Otley, 1999; Wallander, 1999). It is 

not economically sound to spend time and resources on past figures, and the value the 

budget adds does not match the time spent to prepare it (Neely et al., 2001).  

Proponents of the total abandonment of the budget stress that the connections 

between budgeting and strategy are inadequate as budgets are updated too infrequently and 

the underlying assumptions of the budget become outdated which reduces its value (Hansen 

et al., 2003). Hope and Fraser (2003) state that the budget is too short-sighted as it only 

focuses on fixed annual targets rather than long-term goals, while Libby and Lindsay (2010) 

on the other hand found that the budget process was explicitly linked to the strategic work of 

the firms they examined. This is supported by Frow et al. (2010) who state that the budget 

can rather contribute towards an effective strategy implementation if it is adapted to 

organisational needs. Similarly, other researchers admit that although there are problems 

with budgeting, companies should adapt their budgets to changing circumstances and 

problems rather than abandon budgets completely (Ekholm & Wallin, 2000; Libby & 

Lindsay, 2010). Thus, the budgeting in an organisation does not have to narrow down to two 

options: with or without budget. The level of budgeting practices applied in a company can 

rather be labelled on a scale between the two extremes; strict budgeting versus replacement 

of the budget with other planning processes. Strict budgeting involves control from top-

down and focus is on deviation from set targets. On the other end, in planning without a 

budget, the focus lies on the processes, with an emphasis on adaptability rather than forward 

planning. (Nilsson, 2016). 

The purpose of the budget can also be broadly divided into if it should allow 

planning capacity or adaptation capacity; if it should help to predict future events, or if it 

should ensure flexibility for the future (Frow et. al, 2010; Nilsson, 2016). The budget can 

provide management with stability in an uncertain and turbulent environment (Ekholm & 

Wallin, 2000; Marginson & Ogden, 2005), while Preston (1991) states that the information 

in budget gets outdated in rapidly changing environments. Howcroft (2006) also argues that 
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budget processes need to be improved to manage rapid and continuous change. Today, as 

the business environment is turbulent, some argue that flexibility is what is of highest 

importance (Nilsson, 2016).  

One of the reasons why companies search for alternative management models is that 

the traditional budget primarily helps the company achieve internal effectiveness rather than 

external effectiveness as the budget has lost its active strategic role, meaning that it cannot 

be used as an instrument in the company’s growth strategy (Preston, 1991; Ekholm & 

Wallin, 2000). However, Ekholm and Wallin (2000) state that the budget still plays an 

important role because internal effectiveness in terms of cost control should not be ignored. 

Therefore, not many companies are ready to abandon the annual budget completely, but 

rather complement it with other instruments (ibid.). 

2.1.3 CHOOSING ANOTHER TOOL FROM THE BOX 

Apparently, traditional budget practices are a cause for concern and should be further 

examined and updated. Some of the proposed alternatives to the budget are; activity based 

budgeting, advanced budgeting, balanced scorecards, and rolling budgets (Otley, 2006; 

Hansen, 2011). The most radical alternative involves total abandonment of the budget and is 

called Beyond Budgeting (BB), which is proposed by the organisation Beyond Budgeting 

Roundtable (BBRT) (de Waal, 2005). Advocates for alternative budget practices highlight 

the use of relative performance standards as described in the BB-model (Hansen et al., 2003; 

Player, 2003). An important change area within BB is decentralisation of planning and 

resource management, where more power and decision making should be delegated to 

managers further down in the organisation and thus increase engagement (Bunce, 2003). 

The hope of the BBRT is that their principles will ensure that forecasting becomes more 

accurate and more useful (Otley, 2006), and one way to achieve this is to implement rolling 

forecasts. 

The purpose of rolling forecasts is to make the planning process lean and unbiased, 

and based on realistic rather than desired results (Hope & Fraser, 2003). Rolling forecasts 

focus on the future, have less detailed content and should be more flexible and realistic than 

the budget and are thus a common substitute, but more often a complement to the traditional 

budget (Ekholm & Wallin, 2000; Sivabalan et al., 2009; Hansen, 2011). The forecasts are 

updated at regular intervals and they always cover the same period (Hansen, 2011). They are 

revised on a regular basis and therefore it is easier for the company to adapt to changing 
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circumstances. As opposed to the budget and traditional forecasts, rolling forecasts do not 

have a “finish line” at the end of the year, they only contain a few variables, and they are 

also regularly updated according to the latest information. There is also no reason for 

employees to try to manipulate the numbers as the forecasts do not contain profit targets 

(Hope & Fraser, 2003).  

The drawback of rolling forecasts however is that they are changed often and 

thereby might instil a feeling of uncertainty among managers and require increased time to 

prepare (Gurton, 1999). One reason why rolling forecasts are difficult to introduce is that 

organisations need to teach employees to think beyond the end of the year (de Waal et al., 

2011). Rolling forecasts can also cause problems with goal congruence if they are a 

complement to annual budgets used for evaluation, as the performance targets are updated 

several times a year, which can make the employees unsure whether to aim for the target 

stated in the annual budget or in the rolling forecast (Haka & Krishnan, 2005). This stands 

in contrast to Hope and Fraser's (2003) stated benefits of rolling forecasts.  

 

2.1.4 MUCH TALK, LITTLE ACTION 

Despite all criticisms of the traditional budget, its full abandonment in favour of alternative 

practices has been low (Rickards, 2006; Libby & Lindsay, 2010; de Waal et al., 2011; 

Østergren & Stensaker, 2011). There are several reasons for this, two of which are the 

difficulty to manage without budgets and widespread fear of change (Granlund, 2001; 

Rickards, 2006). Otley (2006) states that a crucial element of BB is that the financial 

planning in form of budgets will not disappear even if an organisation abandons the budget, 

but continue as a back-office activity. Budgets will instead be internally constructed by 

financial managers, to serve managers’ own purposes, but will not be distributed outside of 

the financial department (ibid.). This statement has however not been explicitly stated by the 

BBRT (2014) or surfaced in any other literature reviewed in this thesis.  

As budgets are normally used for vertical and horizontal coordination, the reason for 

its survival despite all criticism could be that it is the only central tool for coordination 

throughout the entire organisation (Otley, 1999; Zimmerman, 2017). Top managers view the 

budget as the main central control and coordination tool, of which a loss could mean a 

change in power structure (de Waal et al., 2011). Resources are allocated through budgets, 

and they can thus be viewed as political bargaining processes through which power can be 

exerted (Preston, 1991; Granlund, 2001). Thus, resources are not always allocated rationally 
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but rather depending on which individual or group that has the most influence on the 

allocation process.  

The use of budgets or not often narrows down to the question of the complexity and 

dynamic in the business environment according to findings by Weber and Linder (2008). 

The business environment refers to inside as well as outside the organisation, and should be 

the determinant of what degree of budgeting to implement (Weber & Linder, 2008). This 

will always involve a tradeoff between dynamics and complexity; if the budget system is to 

work well with the dynamic needs of a company, some details will need to be excluded 

(Heupel & Schmitz, 2015, p. 732). When Wallander (2003) promotes abandonment of the 

budget he exemplifies with a bank, Handelsbanken, which operates under quite different 

conditions and processes than for example a retail company. A service company does not 

need to calculate production volumes, plan purchases of perishable goods and overall 

logistics coordination of transports of goods as a manufacturing company (Ekholm & 

Wallin, 2000). Firms within the merchandising sector cannot possibly hope to operate 

without proper resource allocation due to the need to plan purchases and to ensure inventory 

control (Rickards, 2006).  

Finally, Scapens and Roberts (1993) state that the budget is deeply ingrained in the 

fabric of organisations, which is why it is hard to abandon as it upsets status quo. 

Companies sometimes create budgets out of habit or for legitimacy rather than for planning 

and control reasons, and the budget process can thus be viewed as a ritual or routine 

(Ekholm & Wallin, 2000; Scapens, 2006). A change in the MCS should lead to MAC, 

however, it is not always a straightforward cause-effect relationship. Several aspects can 

affect the design of a company's MCS; external factors which affect the development of 

MCS and thus budget- and planning processes, and internal factors which seek explanations 

in the human and the organisational factors for the pace and success of MAC (Baxter & 

Chua, 2003; Scapens, 2006). This thesis focuses on the human and organisational factors as 

it investigates the individual perceptions of a new planning process. Thus, it is inspired by 

an institutional frame (ibid.). 
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2.2 MANAGEMENT ACCOUNTING CHANGE: OLD HABITS DIE HARD  
The environment in which management accounting occurs has undergone large changes in 

the past decades, and arguably so have the practices (Scapens, 2006). Management 

accounting refers to a collection of practices such as budgeting or product costing (Chenhall, 

2003). Management accounting systems is a term that encompass the systematic use of 

management accounting to achieve goals. Finally, MCS have a broader definition which 

includes management accounting systems and other controls such as personal or cultural 

controls, also called clan controls (ibid.). In this thesis, the terms management control 

practices and management accounting practices are used interchangeably.  

In 1987 Johnson and Kaplan published Relevance Lost, a book which called for new 

management accounting practices in an increasingly changing world where technological 

innovations made established practices obsolete. Since the publication many have tried to 

introduce new management accounting techniques, and although the organisational structure 

of many organisations has changed, many of the traditional management accounting 

practices seem to remain popular (Burns & Vaivio, 2001). In this regard, although 

expectations on IT’s impact on management accounting practices are often high, the results 

are shown to be modest (Granlund & Malmi, 2002) and despite that technology is 

developing fast, humans and organisations does not develop as rapidly in their ways of 

thinking (Lindvall, 2009, p. 258). Alsharari et al. (2015) describe how MAC can be seen 

both as the introduction of new MCSs as well as changes in management accounting 

practices in regard to how new or already existing management systems are actually being 

used. Soin et al. (cited in Alsharari et al., 2015, p. 486) state that “MAC can be understood 

in respect of how new management accounting systems bring rules, how rules become 

routines and how routines become institutionalized”.  

MAC can be conceptualised as rules and routines, and as these are executed and 

reproduced through time, they become “the way things are done” in an organisation (Burns 

& Scapens, 2000). Burns and Scapens (2000) argue that management accounting systems 

are bound to the norms and rules that are the foundations of organisations. Rules are 

formalised statements of procedures while routines are the procedures that are actually in 

use (ibid.). van der Steen (2009) states that collective interactions in organisations are 

embodied by routines. For an organisation to change, it must forget existing routines and 

learn new ones (Atkinson et al., 1997), which can be a challenge when the routines are 
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embodied in organisational interactions.  

Organisations that propose MAC must be prepared that if the change is not aligned 

with existing routines, it might adapt practices which are consistent with existing institutions 

or become resisted (Siti-Nabiha & Scapens, 2005). The success of a MAC initiative can be 

interpreted in different ways, as exemplified by Siti-Nabiha and Scapens (2005) in their case 

study. They stated that new rules had been applied, but had not changed managers’ ways of 

thinking about the daily business. Their conclusion was that change and stability occurred at 

the same time; change occurred in management control practices but there was also a 

stability as the managers’ mindsets had not changed. Related to this aspect, Burns and 

Scapens (2000) state that it takes time for new rules to be changed into routines, and that 

this process consists of both change and stability occurring simultaneously.  

 

2.2.1 INERTIA 

MAC is often slow, and one of the explanations is organisational inertia, where “[...] inertia 

refers to the relative speed of organisational change in terms of its responsiveness to change 

and the time it takes to obtain, process and evaluate information from the environment” (van 

der Steen, 2009, p. 738). Rules and routines contain a certain degree of inertia, and thereby 

obstruct the adoption of new management accounting practices (Granlund, 2001; van der 

Steen, 2009). Accounting practices in particular tend to be associated with inertia, which 

makes them harder to change, because accounting routines provide stability for 

organisations (Atkinson et al., 1997; Burns & Scapens, 2000; Granlund, 2001).  

The stability comes from the ability to respond to changes based on past experiences, 

but could also lead to an inability to respond to new circumstances (Atkinson et al., 1997). 

Budgets, which are parts of the MCS, are part of organisations’ formal structures that bring 

routine, order, and security (Cieslak & Kalling, 2007) and are often constructed based on 

past experiences, on routine events that are generally easy to measure (Preston, 1991; 

Scapens, 1994). It is important that an MCS allows for sufficient stability to meet its user 

needs, while also allowing enough information for managers to react to changes in the 

organisation (Atkinson et al., 1997). Thus, MAC which affects the budget processes could 

be especially hard to implement as they affect employees throughout the entire organisation 

and might affect the organisational structure (Granlund, 2001; Zoni et al., 2012; Henttu-Aho 

& Järvinen, 2013).  
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2.2.2 MAC AND IT 

Another reason for organisational inertia is resistance to new information systems 

(Granlund, 2001). The level of and speed of MAC can be explained by the role of IT-

systems and IT-resources in an organisation, such as Business Intelligence-systems. 

Resource rigidity is a type of inertia which stems from technological lock-in, meaning that 

the presence of certain technological systems often excludes other forms of IT-systems (van 

der Steen, 2009). Behavioural lock-in, which is another category of lock-in, occurs when 

people have spent time or resources on learning how a system or practice works, and thus 

become less likely to try a rival process, even if that turns out to be superior (Barnes et al., 

2004).  

Howcroft (2006) examined a company which used Excel spreadsheets in its financial 

planning processes. The company had attempted twice without success to abandon the use 

of Excel in the construction of budgets and other financial plans, as the systems which were 

supposed to replace the spreadsheets were deemed to be too inflexible, difficult to change, 

and in general not accepted due to low interest and commitment. Excel is one of the 

controller’s most important tool for information support as it is user friendly and provides 

opportunities for the user to develop its own model, and controllers use Excel for 

approximately 25 % of their work tasks (Lindvall, 2009, p. 270-271). However, the use of 

Excel can also lead to a “black book” where local models are developed. It is advantageous 

because the information can be adapted to local needs, but it also leads to difficulties in 

communication between the company’s different information sources (ibid.). Another risk 

factor is when only a few highly skilled Excel users exist in the company (ibid). One of the 

reasons why MAC failed in the company examined by Howcroft (2006) was that employees 

were used to Excel and did not want to change their routines as they were stuck in a 

“comfort zone”, even though they knew that spreadsheets were “lousy”. This can be viewed 

as an example of both behavioural and technological lock-in, resulting in organisational 

inertia.  

Another factor affecting the success and pace of MAC regarding IT-systems is a 

common belief among managers that once new IT-systems are established, they will take 

care of themselves (Iveroth, 2010). Organisations must ensure that the social and 

organisational implications of the new system are managed in order for the desired MAC to 

take place, and that employees make use of new systems to support the change (ibid.). 

Management is often fixated on the structural aspects of the change and the functions of the 
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new IT-system, while it forgets about those affected by the change in their daily work 

(Iveroth, 2011). New IT-systems are too often assumed by management to be accepted 

throughout the organisation, without regard to the fact that new rules and routines will be 

required (ibid.). However, in some cases the new or existing rules may be obvious, but the 

enactment of them might be impeded by the lack of adequate IT-systems that support and 

enable them (Ribeiro & Scapens, 2006). As rules and routines are embedded in the 

organisational interactions, it is important to understand the employee’s role in MAC. 

 

2.3 THE CONTROLLER: FROM NUMBER CRUNCHER TO STRATEGIST 
The controller’s role is to influence behaviour to ensure that operations run as desired 

through communication and the MCS (Lindvall, 2009, p. 185; Nilsson et al., 2010, p. 222; 

Gullberg & Lindvall, 2016 p. 186). In this thesis, the focus is on business controllers, who 

oversee planning and forecasting processes, but also are responsible for the consolidation 

and presentation of financial data. When the word controller is used throughout this thesis it 

refers to the business controller.  

The controller is a key actor in management control (Gullberg & Lindvall, 2016, p. 

185), and thus the controllers of an organisation are arguably among those most affected by 

changes in management control practices. An MCS can establish roles and identities for 

employees, especially for controllers, as they work hands-on with the processes on a daily 

basis. Significant commitment by the company’s controllers is essential for successful 

implementation of new management control practices, as they have the responsibility to 

conceive the new procedures concerning planning, controlling and performance 

measurements (Rickards, 2006; Nilsson et al., 2010, p. 272).  

The role of the controller has become increasingly strategic (Østergren & Stensaker, 

2011), as it has transitioned from that of an accountant and moved towards a more business-

oriented role, where the controller participates in making decisions as opposed to “only 

working with numbers” (Henttu-Aho, 2016). Nilsson, et al., (2010, p. 80-82) however argue 

that the role of the controller has become more reactive than proactive, despite the need for 

increased strategic management. There are several opportunities for controllers when new 

IT-systems are introduced, as the controller can become more forward-looking and business 

oriented (Caglio, 2003; Hyvönen et al., 2015). However, changes in IT do not necessarily 

mean a change for the role of the controller, but depends on the controller’s desire to change 
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its own role (Burns & Baldvinsdottir, 2005; Nilsson et al., 2010, p. 253).  

The desire to change one’s role in relation to the MCS could be related to the 

framework by Adler and Borys (1996) regarding coercive versus enabling formalisation in 

control systems, where an enabling control system emphasises usability and is meant to 

strengthen the intelligence, capabilities and skills of the user. An enabling procedure is 

defined as “a procedure that helps committed employees to do their jobs more effectively 

and reinforce their commitment” (Adler and Borys, cited in in Henttu-Aho, 2016, p. 33), 

and its purpose is to help employees pursue goals of achieving both efficiency and 

flexibility simultaneously. Henttu-Aho (2016) used this framework and studied the 

controller, and noted that when the business units in the case company received more 

responsibility to decide on sales volumes and productions, the group controller received a 

more holistic and strategic role because it could influence the target-setting. There was also 

a shift from controlling actions instead of controlling costs, controllers developed new 

competencies, and became experts in producing and delivering more realistic and forward-

looking information (Henttu-Aho, 2016). Furthermore, when the controllers shared 

information in an interactive and flexible way, it allowed them to challenge the received 

information which in turn led to more realistic and valid forecasts and increased 

management control. Finally, she hypothesised that the controller’s change of role is 

dependent on if the controller views the enabling practice formalisation as negative or 

positive related to their own competencies. This meant that some controllers had to change 

their mindset and develop new competencies to achieve the new role in the process (Henttu-

Aho, 2016). This is in line with Rickards (2006), who states that budgeting reforms present 

a huge opportunity for the controlling function, which can transform itself into a business 

competence centre by using use the freed-up resources to focus on new duties. The 

controllers can thus focus on; strategic controlling, controlling the organization’s value-

adding processes as well as select, analyse, interpret and circulate enterprise data in new 

ways (ibid.). 

However, MAC and changes in MCSs also affect controllers in their role as 

decision-makers. Henttu-Aho (2016) investigated how enabling and coercive formalisation 

affected controllers during MAC, while Bourmistrov & Kaarbøe (2013) studied budget-free 

MCSs from a decision-maker perspective, which is relevant for controllers as they are also 

decision makers. Their research was based on Bogsnes (2009) concept of a “comfort zone”, 
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which they developed as “a mental state characterized by a decision-maker operating with a 

sense of comfort and security” (Bourmistrov & Kaarbøe, 2013, p. 197), and a “stretch 

zone”, which is defined as “a new and different mental state where a decision-maker can 

experience a new and different type of behavior” (ibid).  

The relationship between the comfort zone and the introduction of a new MCS is 

that when the new system is introduced, it forces the manager to go into the stretch zone and 

information is expected to be used in a different way. Bourmistrov & Kaarbøe (2013) aimed 

to describe the transition from the comfort zone to the stretch zone during the introduction 

of BB-principles at a company. Their findings showed that the companies in their study did 

not only use the new MCS for new accounting techniques. Rather, the new MCS was of 

high importance in order to change the attitude and mindset among the employees and have 

them realise the advantages of using a system which was forward-looking and allowed them 

to make “intelligent guesses” while having more of a proactive mindset. It also meant a 

change in the way that managers and controllers behaved and interacted about the core 

business and the external environment. (ibid). 
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2.4 SUMMARY: PUTTING THE PIECES TOGETHER 

The literature review set the frame for the research question and provided a holistic view of 

the aspects explaining the early experiences of abandoning the budget. The budget’s role in 

the organisation and different viewpoints about its usefulness was provided because the role 

of the previous planning and budget processes in an organisation will affect the perception 

of the substituting processes. The implementation of new processes should result in MAC, a 

phenomenon which is turn is dependent on those most affected by the change, in this thesis 

the controllers. Below is a model which summarises the dimensions affecting the 

experiences of working with the new processes and which dimensions are affected when the 

budget is abandoned. 

 

 

Fig. 2: Literature summary 

Perspectives on early experiences from abandonment 
of the budget

• It is an iterative process which can be time 
consuming, but also the most important coordination 
and controlling tool in the organisation

The Budget Process

• Budget issues: a time consuming and rigid process, a 
focus on outdated numeric deviations

• Problems with budget removal: fear of change, 
important planning and coordination purposes, 
industry characteristics, dynamics & complexity of 
the external environment, deeply ingrained 
organisational routine

Budget Issues and 
Alternatives to the 

budget

• MAC could be present as the process of establishment 
of a rule into a routine. Two main parameters are to be 
considered in MAC related to MCS:

• 1. Inertia

• 2. IT systems

Changed planning 
processes provides 

opportunity for MAC

• MAC should allow the controller to develop new 
competencies through entering a stretch zone, 
meanwhile enabling control system features should 
allow the controller to learn and develop new skills. 

Change in planning 
process and the role of 

the controller
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3. METHOD: AN EXPLORATORY JOURNEY  

3.1 RESEARCH STRATEGY 

This thesis was a single case study which investigated the MAC phenomenon of abandoning 

the budget through the examination of the experiences of recently implemented planning 

and forecasting processes. The study had an exploratory nature as it was seeking new 

insights and to clarify the understanding of a phenomenon without the expectation to reach 

any specific results (Saunders et al., 2009, p. 139). Scapens and Roberts (1993, p.3) state 

that “Theories are used to make sense of observations, and observations are used to develop 

theory”, which is in line with the abductive reasoning in this thesis. Empirical data was 

analysed through the use of existing theory, while at the same time theory was extended 

based on the empirical evidence, which illustrates the abductive reasoning (Bryman & Bell, 

2015, p.27; Dubois & Gadde, 2002). Abduction is based on a pragmatist perspective, where 

the researcher uses abductive reasoning to identify, explain and solve puzzles or surprises 

(Bryman & Bell, 2015, p.27). Thus, abduction is a hybrid between an inductive and a 

deductive method, which allowed us to alternate between theory and empirical findings and 

seek insights in additional literature as the findings became evident during the process.  

A case study provides a good understanding of the context and was the best option 

for our research which had an exploratory nature. Furthermore, a single case study is often 

used when it represents an extreme or unique case (Saunders et al., 2009, p. 146; Bryman & 

Bell, 2015, p. 69), and where data from one instance is sufficient to reach the research 

objective (Ghauri et al., 1995). The uniqueness of this case study is that it investigates the 

early experiences of MAC at a certain point of time rather than examining the final result of 

a change process. The early phases of change implementation often shape how the new 

practices are established in the company further on (Senge, 1997). In addition, it is also 

beneficial to discover early on whether the desired effects of the changed organisational 

processes are actually taking place, and if they are not, what is happening? Are routines 

changing or are employees only adopting certain aspects of the processes without actually 

changing the existing routines to their full potential? It also provides insights for 

practitioners within the field of business planning and controlling, and provide directions for 

future research within MCS change and experiences.  

The study was conducted at a certain point in time, hence it was cross-sectional 

(Saunders et al., 2009, p. 155), examining the experiences of the introduction of new 
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planning processes a year after their full implementation. In the many studies of MAC, the 

definition of success is far from clear (Malmi, 1997; Taylor & Scapens, 2016). In a case 

study, success is often defined by the managers in the case organisation, based on the 

observed change in the organisation by the researchers, and is not as dependent on the 

connection to a supporting theory (Dul & Hak, 2008, p. 31). This means that the success is 

defined according to the findings in the case organisation, but does not necessarily mean 

that the findings with regard to success are applicable to other organisations. However, even 

if a success cannot be defined in the broader sense, the research can contribute with valuable 

insights. It is important to bear in mind that case studies are seldom used to find a universal 

truth, but rather to illuminate practices in a specific company (Scapens & Roberts, 1993), 

which also applies for this case study. As mentioned previously, assumptions and 

generalisations should always be drawn with caution from case studies as they rely to a 

great extent on individual perspectives and experiences. Bryman and Bell (2015, p. 414) 

state that the findings of qualitative research should be used to generalise to theory rather 

than to populations. To aid the analysis of this the thesis, we define success in terms of an 

established routine as defined by Burns and Scapens (2000). 

Our initial contact with the topic was during a lecture from Beta about changed 

planning processes. After a literature search we found a number of calls for extended 

research within the area of MAC in terms of budget-free processes (Østergren & Stensaker, 

2011; Henttu-Aho & Järvinen, 2013; Sandalgaard & Bukh, 2014). Thereafter, we 

established contact with Alpha and conducted initial informal and open discussions around 

the topic of their new planning and forecasting processes, and a general frame for the 

problem was established with the discussion as a basis. 

3.1.1 SOURCES OF INFORMATION 

The primary method of data gathering was through interviews. To supplement the interview 

data a shorter questionnaire (see Appendix 1) was constructed to provide an overview of the 

general thoughts of the respondents and to guide us in the analytical process. We also gained 

access to various internal corporate material from Alpha, such as PowerPoint presentations 

used to present the new planning process change at the company to understand the 

background to the changed processes. The documents provided us with a background for the 

case description, but were only used as a complement to the interviews and first-hand 

information that we collected, since the documents were not neutral in a sense as they were 
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written to “sell” and create positive emotions around the change. The majority of the 

empirical data was derived from personal interviews which were categorised and grouped 

into broader categories and subcategories (Saunders et al., 2009, p.509-511; Bryman & Bell, 

2015, p.599). It was a deliberate choice to not include any quantitative measure of the 

experiences through e.g. surveys, as that would have failed to capture the respondent's’ 

individual experiences of the new processes in a fairly objective manner (Borg & Gall, cited 

in Carruthers, 1990). 

3.1.2 ACCESS & INTERVIEWS 

Our contact person at Alpha was Head of Planning (HoP). During initial contact and 

meetings with HoP and another manager of Alpha we learned that the change and 

implementation of the processes had been received differently across the subsidiaries of 

Alpha, which sparked the interest to investigate it further. During the process, the contact 

person at the company changed to the CFO of Beta. Interviews at the financial department 

of Beta were conducted to understand how the implementation of the new processes were 

experienced within the financial department. Interviews were also conducted with five other 

respondents to provide more perspectives of how the process change was experienced, but 

the focus was on the effects that the new planning processes has had on the controllers of 

Beta.  

During our research, we faced three main concerns from Beta which affected our 

research process. As the thesis had an open research question and semi-structured 

interviews, we saw a potential concern for the sensitivity of our research topic, as we 

initially did not know what our findings would reveal, and that the organisation might not 

want to participate due to this risk. We interviewed 11 employees which was deemed 

satisfactory. However, some of the questions seemed to be of a sensitive nature to the 

respondents which occasionally led to ambiguous answers. In these cases, where a pattern 

was discernible, it was noted and used as a part of the analysis of the information. This led 

to the second concern, related to that the company desired anonymity depending on the 

progress and the end results of the study, which was discussed since the beginning of the 

research process. It was decided to maintain the anonymization as no indication regarding 

the possibility of de-anonymization was received before the submission of the thesis.  

Finally, we perceived that time and resources were a scarcity at Beta by the time for our 

interviews, as it was a challenge to reach the respondents. In addition, some respondents 
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were not able to participate, which was resolved by substituting them with other respondents 

who could provide another perspective on the phenomenon. These concerns are highlighted 

by Saunders et. al (2009, p. 179-180) as organisational concerns that can occur when a 

company considers participating in a case study.  

 

3.1.3 SELECTION OF RESPONDENTS 

In the information material received from Alpha, it was stated that the employees most 

affected by the new way of working would be controllers and others who work directly with 

the budget. After an initial meeting with the contacts at Alpha, discussions led to the 

selection of the focal group of study in the organisation, as these persons were those with 

most experience and thoughts around the new processes. Therefore, the selected roles in 

Beta were employees within finance and controlling, but also employees that work with 

planning processes for Alpha and who were engaged in the development and 

implementation of the new processes.  

We requested access to respondents of interest based on these criteria and the initial 

indication was that access would be feasible. Throughout the process, more managers 

became involved and the access level granted was discussed and then confirmed. After 

discussions with the managers involved, we received the requested access to five chief 

controllers, one business analyst, the CFO from Beta, two operational directors of two 

functions within Beta, and two business planning managers from Alpha. In total, 11 

respondents were interviewed.  

The controllers from every function were selected to provide insights on how the 

day-to-day work had changed and what the new planning processes meant, both on a 

process-level and on an individual level. The business planning managers at Alpha were 

selected because they together oversaw the new planning process design and 

implementation throughout the organisation. These respondents provided us with a 

perspective from the administrative and corporate side of the change. The CFO was selected 

because of the nature of his daily work and his managerial perspective of the finance 

department of Beta. The business analyst was selected upon recommendation by PM, as he 

has good technical knowledge and could provide us with useful insights in the experiences 

and differences from daily work with the old planning processes compared to the new ones, 

which is an example of selection through “the snowball effect” (Saunders et al., 2009, p. 

240).  
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In addition, two directors of Beta were interviewed. These were added quite late in 

the process when we realised that the research would benefit from an operational 

perspective of the changed planning process, as the coordination with the operational part of 

the organisation was a recurring topic during the interviews. These managers work closely 

with the controllers and could provide more nuance to the findings from the controller 

interviews. The directors have an overall responsibility of their functions, compared to a line 

manager which for example has responsibility for an area or department within the function. 

Therefore, we excluded line managers as they operate further away from the chief 

controllers of Beta. It would also reach beyond the scope of the research because the 

organisation is nation-wide and it would not be possible to provide sufficiently strong 

reasoning behind what line managers to include. Table 1 below demonstrates the 

respondents in the study and their positions in the companies.  

 

Location Job Description Name 

Beta 

Chief controllers of Beta’s functions, with a varying 

number of financial/business controllers supporting 

them 

Controller 1 

Controller 2 

Controller 3 

Controller 4 

Controller 5 

Beta 
Business Analyst, system administrator, financially 

oriented 

Business 

Analyst (BA) 

Beta Operational directors of two different functions 
Director 1  

Director 2 

Beta Chief Financial Officer CFO 

Alpha 

 

 

Head of Alpha’s planning and reporting function 

Head of 

Planning (HoP) 

Alpha 
Manager of Planning & Analysis, Change project 

manager 

Project 

Manager (PM) 

 

Table 1: Respondents 
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The figure below provides a simplified organisational structure and where the respondents 

are located. The order of the functions is randomised to ensure internal anonymity.  

 

Fig. 3: Organisational Scheme and Location of Respondents 

3.2 COLLECTING INFORMATION 
To gather information about the organisational change at Beta, explorative thematic semi-

structured interviews were conducted (Cassell, 2015, p.16-17). The interviews were 

conducted in person and lasted between 45-60 minutes. After the semi-structured interview, 

the respondents were asked to complete the questionnaire (see Appendix 1), where the 

purpose was to receive an overview of the respondent’s thoughts around some key features 

of the literature. In most cases this led to shorter discussions around some theoretical 

concepts included in the questionnaire, which helped to narrow down the theoretical 

framework as some concepts turned out to be irrelevant. A result of this is a strong reduction 

of BB-theory to allow more emphasis on budgetary theory, as the details of the BB model 

had not been used as a basis for the change. 

A range of questions were devised around particular themes to enable information 

gathering about the topic. In an exploratory study, in-depth interviews can be very helpful to 

“find out what is happening [and] to seek new insights” (Robson, cited in Saunders et al., 

2009, p.322). The thesis aims to explain the experiences through a narrative, thus the 

questions were divided into three categories in a “chronological” order; background and 

reasons to the changed processes, the initial stages of the change, and perceived 
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effects/results of the change so far (see Appendix 2 for interview questionnaires). Questions 

were derived from our theoretical framework, which consists of the parts; the budget 

process and its issues, MAC, and the role of the controller (see Fig. 1). Some questions were 

also based on the background material received from Alpha as described in section 3.1.1 and 

the desired effects of the change that Alpha wanted to achieve. The interview questionnaires 

included similar questions for all respondents, with minor adjustments depending on the role 

of the respondent. For example, although not all respondents were controllers, everyone was 

asked about the controller’s role at Beta. However, when asking questions, it is important 

that wherever possible these are grounded in the real-life experiences of the participants 

rather than being based on abstract concepts (Cassell, 2015). Thus, some questions were 

focused on the respondents’ experiences and thoughts about its role in the company. In 

some of our interviews we found it challenging to encourage the respondents to talk about 

personal experiences and feelings without equating their opinions with the company’s 

general view of the new processes. However, thanks to the thematic and semi-structured 

features of the interviews, the questions overlapped somewhat which allowed the respondent 

to talk freely, and we had the possibility to find patterns and categories in the answers 

without the need to derive a certain answer to a specific question. It also allowed us to probe 

the respondent further about a question through re-phrasing or moving on to another 

question (Saunders et al., 2009, p. 324). It helped overcome the respondent’s bias of 

generalising their answer along with Alpha’s general view of the processes  

The categories for developing interview questions are derived from a combination of 

Fig. 1 and Fig. 2 presented earlier in the thesis. Fig. 1 set the frame for the questions and 

Fig. 2 specified what we wanted to learn more about. Both are interwoven and reflected in 

the interview questions and in the discussion, as visible in Table 2 on the following pages.  
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Theoretical Framework Questions 

  

The Budget Process 

It is an iterative process which can be time 

consuming, but also the most important mode of 

communicating cross-functionally and for 

coordination in the organization 

 

Budget issues and Alternatives to the Budget 

• Budget issues: time consumption and a 

rigid process, a focus on outdated numeric 

deviations 

• Problems with budget removal: fear of 

change, important planning and 

coordination purposes, industry 

characteristics, dynamics & complexity of 

the external environment, deeply ingrained 

organisational routine 

 

What do you believe is the purpose of the budget and the 

budgeting process in general (not specifically for Alpha)? 

 

Tell us about the previous budgetary process at your function. 

 

How does the coordination between the operational planning 

and the budget/financial planning/forecast work? 

 

Do you perceive that you are more engaged in the strategy of 

Beta/Alpha now in relation to before the change? 

 

Do you perceive that the dialogue around allocation of 

responsibility, planning and follow-up has changed? 

 

Have the new processes facilitated decision making and 

flexibility? 

 

Respondent’s Own Experiences and Thoughts 

Around the Change 

Why do you believe that Alpha wanted to change the planning 

and forecasting processes? 

 

From your role/perspective/on a more practical level - did you 

feel that the processes needed to change? If yes - why? 

 

What were the initial reactions to the change? 

 

Who at Beta do you believe were the most affected by the 

change and in what way? 

 

 

Changed planning processes provide opportunity 

for MAC 

MAC could be present as the process of 

establishment of a rule into a routine. Two main 

parameters are to be considered in MAC related to 

MCS: 

1. Inertia 

2. IT systems 

What concrete changes have 

the new planning processes 

meant for Beta/your function? 

What is the largest difference 

from before? 

 

How is it to work with 

Hyperion Planning? Does it 

work as intended? 

 

Has the way of working with 

the budget 

disappeared/changed in your 

function? If not - has the level 

of detail been lowered, or is it 

at the same level as before, 

with a difference in what is 

reported to Alpha? 

 

Do you think that all 

functions at Beta have 

adopted the new processes to 

the same extent? If not - why 

not? 

 

Do you perceive that the 

dialogue around allocation of 

responsibility, planning and 

follow-up has changed? 

 

Have the new processes 

facilitated decision making 

and flexibility? 

 

What are the largest 

advantages/disadvantages that 

the change has led to so far? 
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Table 2. Operationalisation of Theory.  

 

There are several risks regarding biases and errors that might occur when conducting 

interviews (Saunders et al., 2009, p. 156-157). One bias is participant bias, which concerns 

the fact that interviewees say what they expect that their boss or organisation might want 

them to say. As the interviews were conducted after a major change, it could be assumed 

that employees did not want to speak negatively of that change. To ensure that this bias was 

minimised the interviewees as well as the functions to which they belong were anonymised. 

In some cases, we chose to further anonymise some controllers in the analysis due to the 

sensitive the nature of the information. In those few cases, we either wrote only what 

function the controller belongs to or only its allocated number to avoid a possible 

connection between the two. However, due to the structure of the organisation, the 

anonymization might only be realistic to a certain extent, and serve more as external 

anonymization rather than within the organisation, as the managers of the respondents were 

aware of who were being interviewed.  

 

 

 

 

 

 

 

Change in planning process and the role of the 

controller 

MAC should allow the controller to develop new 

competencies through entering a stretch zone, 

meanwhile enabling control system features 

should allow the controller to learn and develop. 

What is your view of the role of the controller in the 

organisation? 

 

Do you think that role has changed with the changed 

processes? 

 

Do you think that the new processes have led to new 

knowledge or competencies that you did not have before? 

 

Have the new processes changed how you handle and share 

information with others? 

Desired effects from Alpha  

More forward-looking, less time spent on 

planning, lower level of detail 

 

Do you perceive that you spend less time on details in regard 

to planning now than during the previous budget process? 

 

In general, do you perceive that you, as well as Beta, are more 

forward looking in your work now than before? 

 

Has the way of working with the budget disappeared/changed 

in your function? If not - has the level of detail been lowered, 

or is it at the same level as before, with a difference in what is 

reported to Alpha? 
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3.3 PROCESSING OF INFORMATION  
All interviews were transcribed to correct the limits of memory and allow for more thorough 

examination of what had been said during the interviews (Bryman & Bell, 2015, p. 493-

494). Saunders et al. (2009, p. 488) state that data collection and analysis is an interactive 

process; where themes, patterns and relationships emerge as data is collected and analysed. 

As mentioned earlier, an open mindset was applied during the interviews which helped 

during the processing of the transcribed material. The questions were asked in a 

chronological order to allow for a narrative approach of analysing the data (Coffey & 

Atkinson, cited in Saunders et al., 2009, p. 497-498). A narrative technique allowed us to 

maintain the integrity of the data by not decomposing it to smaller fractions where it loses 

its context, and in this thesis, it is applied to describe the story at hand (ibid.). However, a 

narrative approach does not exclude the possibility to categorise and find common themes in 

the collected information, which was categorised based on the overall themes found during 

the literature review (see Appendix 3). 

Categories were also formed after reviewing the transcribed interviews (see 

Appendix 3). These categories were then fitted along a chronological narrative as visible in 

the analysis and discussion to demonstrate the experiences of the planning process change 

journey. This posed a certain challenge, as it involved processing and categorising of a large 

quantity of transcribed material in two broad categories, namely both according to common 

themes according to the respondent’s subjective perceptions and the theoretical framework, 

as well as according to a timeline.   

The interviews were conducted in Swedish and a number of quotes from the 

respondents were used in the analysis section of this thesis. Cassell (2015) states that there is 

not much advice within research literature on how to translate data as part of their analytical 

process. The quotes were directly translated from Swedish to English without too much 

semantic adjustments in order to minimise the risk of missing out important features of a 

sentence or phrase, which is more evident in informal speech. However, as translation is a 

sense-making exercise it is almost impossible to translate some phrases directly without 

making personal interpretations of them (Xian, cited in Bryman & Bell, 2015, p. 500).  

As stated previously, what is successful in regard to MAC is not always clear 

(Malmi, 1997; Taylor & Scapens, 2016), which was taken into account in this thesis. As we 

were aware that the new planning processes had been in place for one year, we researched 
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the current literature on similar studies and theories to investigate how Beta’s current 

position in the process could contribute to the existing knowledge around new practices that 

replace the traditional budget processes. There is however both a theoretical and practical 

more or less defined definition of success in this case and which guided us in the 

interpretation of the empirical findings. According to research on the abandonment of the 

budget, the goal is to become more flexible and adaptive, as well as more forward-looking 

(Hope & Fraser, 2003; Nilsson, 2016). Alpha aimed to become more forward-looking, lower 

the level of detail in the planning process and to spend less time on planning activities. 
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4. CHANGING THE ITINERARY 

This section presents a background to the changed processes and the information presented 

is based on interviews with Alpha respondents as well as internal material as described in 

section 3.1.1. The company group Alpha is a large Scandinavian retailer with operations in 

Scandinavia and a number of other European countries. It spans several business sectors 

from real estate to food retail. The new planning processes were implemented in all its 

subsidiaries where Alpha led the change project, which is why the change background is 

mainly related to Alpha, even though the focus of this thesis is on the financial department 

of the subsidiary Beta, a food retail company. 

In the beginning of 2015 a new CFO was appointed at Alpha. He had previous 

experience of working without traditional budgets and decided to change the planning and 

forecasting processes. In addition, he initiated a rebranding of the role of the controller in 

the organisation, from a more administrative and “number-crunching role” towards the role 

of a business navigator. This “controller project” surfaced during the interviews and it is 

relevant to know that this project was present during the initiation of the new processes and 

during the time of the interviews.  

The previous budgeting procedure at Alpha was time-consuming, as the budget 

process began during the summer months and involved lots of managers producing budgets 

for their own cost and profit centres. The process was also backward-looking, and Alpha 

sought to implement a more future-oriented and dynamic way of planning and reporting. 

The old planning process consisted of forecasts based on detailed balance sheets and income 

statements, which were later used as a basis for the corporate targets set by the company 

board and the executive management. The high level of detail applied for shorter-term 

targets as well as for the company’s three-year plans, which all contained full profit and 

loss, balance sheet, and cash flow, through all levels of the organisation. Another issue with 

the old processes was that the forecasting process for the Annual Plan and Long-Term Plan 

(LTP) was perceived to start too early, which led to a sense that the plans lost their 

relevance at the beginning of the fiscal year. The old planning processes and their follow-up 

were perceived to be too financially focused where each deviation from budget had to be 

explained in detail from the operational level at Beta to the Alpha management team. In 

summary, Alpha experienced many of the downsides of traditional budget, and felt the need 

for new planning and forecasting processes which directed the structure of the new planning 
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system. When Alpha presented the new planning processes to their subsidiaries they stated 

the following reasons of the downsides of traditional budgeting that the organisation was 

experiencing:  

 

Table 3: Reasons for change 

The major change was that the budget was replaced with an Annual Target (AT) and that 

follow-up should be based on the previous year. The AT is set by Alpha and is provided as a 

frame to the subsidiaries. In addition, follow-up would also be made not only financial 

numbers but also on identified actions taken to achieve certain goals. In other words, by 

focusing on what actions to take to reach the goals and not only on deviations from what the 

budget predicts. The new planning processes also involved a focus on target Key 

Performance Indicators (KPI) and how to reach them with certain actions instead of through 

the guidance of a budget, and completely remove the process of creating a full profit and 

loss, balance sheet, or cash flow in LTP and AT. These target KPIs are now used in the LTP 

and for the AT, and are full-year targets, not phased on a monthly or weekly basis. The 

planning process now consists of rolling forecasts estimated three times a year, each time 

for the upcoming 12 months, and based on an honest estimation with no reward or 

punishment tied to actual outcome. This was an addition of one forecast process every year 

compared to the old processes. A few years before the new planning processes were 
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implemented, Alpha installed a new IT-system (Hyperion Planning, HP), where the intent 

was that all planning and forecasting processes should be created in HP. 

The vision was that the new planning and forecasting processes, with adequate 

system support, would decrease the level of detail, shorten the time spent on planning 

processes, and that the company would become more forward-looking. The project group 

first informed the CFOs of the various subsidiaries about the new processes and thus tried to 

achieve a “cascading effect” to the finance departments and through them to the rest of the 

organisation. The first actual change occurred in the autumn of 2015 with a shift from the 

existing annual plans to the new AT.  The rolling forecast process was introduced in Q1 

2016, and during the remainder of 2016 the rest of the changes were implemented. 
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5. MAKING SENSE OF THE EXPERIENCES 
This section presents and discusses the information gathered during the research process. 

The analysis is structured according to the chronological narrative that was applied during 

the collection of information. The theoretical framework covers all parts of the narrative, i.e. 

different parts of the framework are applied throughout the story.  

Literature defines the purpose of the budget in several ways and in order to get a 

sense of what the budget meant to those responsible for the budgetary process and its 

implementation, a question about its purpose was asked to the respondents1. The general 

answer to this question was that the budget is a tool for planning and controlling, i.e. to set 

goals, set a financial framework for the desired activities, and try to predict the future. Only 

one respondent explicitly mentioned the alignment purpose of the budget, and that was HoP. 

An interesting phenomenon was that all respondents in the financial department had 

problems with understanding the question as it was deeply established that the budgetary 

process was replaced by the “AT process”, and the respondents often replied in words as: 

“but we do not have a budget anymore”. Director 2 stated that it had taken a while to get 

used to stop using the word “budget”, but now employees were unaccustomed to the word 

as it had been replaced with “AT” and thus become the norm. The financial planning is no 

longer referred to as a budget, which is a proof of a successfully established rule, the way 

things should be done (Burns & Scapens, 2000). 

 

5.1 THE OLD ITINERARY: A LONG AND TIME-CONSUMING PATH 
 

“I believe that nobody ever really loved the budget process. Or at least, very few did” 

 - HoP 

Beta experienced most of the drawbacks of traditional budget processes, i.e. that it was a 

slow and costly process, that it did not keep up with the external environment, and that it did 

not provide the equal amount of value which was consumed to produce the budget (Preston, 

1991; Neely et al., 2001; Hope & Fraser, 2003). The respondents of Beta described the old 

budget process as cumbersome as it included managers on all levels of the organisation and 

involved planning on a very detailed level which gave a sense of security and control. 

                                                                 
1 “On a general level, what do you consider the purpose of the budget and the budget process to be for 

a company? (Not specifically for Beta)” 
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However, this detailed information was seldom used for any specific purposes. 

PM said that the level of detail in the budget had escalated over time due to the large 

amount of information available, and that an advanced and detailed model was not 

necessarily more accurate than a simpler model. High granularity did not add much value, 

but was still needed to explain deviations from the budget during the review phase as 

described by Kullvén (2015), as the follow-up was focused on deviations from the budget. 

The budget review has potential for organisational learning (Kullvén, 2015), but the 

respondents rather viewed the review phase as a comparison towards outdated figures and 

did not mention that it could be a way to learn from past experiences. Some of the 

respondents however agreed upon that the budget process itself could lead to the discovery 

of new goals, in line with Cooper et al. (1981), but did not relate the budget creation or the 

review to increased learning. As one director commented on the budget review: 

“What one must remember all the time is that this is a kind of charade, the thing one does 

when one has such a detailed follow-up. Because in reality, one puts so much energy on 

explanations against a plan that is not even valid anymore. And the perceived loss of 

control does not cost as much in reality, as one steered towards a plan that was not even 

valid” - Director 1 

One of the common criticisms of the budget is that it quickly becomes outdated (Preston, 

1991; Henttu-Aho & Järvinen, 2013). The budgetary process at Beta began quite early 

during the year, generally around August-September, but in some functions as early as in 

May. Thus, when it was time to explain the deviations some had forgotten how they 

resonated during the construction of the budget. The budget quickly became obsolete, not 

only when it was supposed to be used, but even during the construction phase. When the 

respondents at Beta were asked about why they believed that Alpha wanted to replace the 

annual budget with new processes, most cited similar reasons to those laid out by Alpha 

based on their own experiences from their functions. The CFO explained:  

“...Budget processes at Alpha tended to be quite cumbersome, and include quite a lot of 

people [...], who then collects it [the information], but in reality, during the year you still 

do not remember why you did this and that budget at all, and how you thought at that 

time” - CFO 

One controller answered in the same fashion: 

“[...] I believe that the purpose is that we want to be more forward-looking, that we want 

to avoid doing too much work which will be wasted as soon as it is done, that what we do 

detailed during a long period of time gets outdated very quickly” – Controller 2 
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Since the budget process began very early, some managers and controllers perceived that it 

was a constantly ongoing process which was always more or less present.  

“The budget year never ended” - Director 1  

When the controllers commented on the time frame of the budget construction, their 

answers differed depending on their function. Some of the controllers claimed that there was 

a need for a higher level of detail due to the nature of their business, which implied the 

involvement of more employees and thus iterations. In some industries, it could be more 

difficult to abandon traditional budget processes due to the need for resource allocation and 

planning material flows to control inventory (Rickards, 2006). In line with the reasoning of 

Berry and Otley (1980), a reason for budget abandonment could be that company operations 

must be sufficiently stable to make use of the budget. In the retail industry, that could be a 

challenge, and thus other alternatives were implemented. Further, Weber & Linder (2008) 

claim that to meet the company’s complex needs, some details must be excluded. However, 

in contrast, the controller in charge of the purchasing function commented that they needed 

to plan on a very detailed level in order to plan efficiently and due to the complexity of the 

operations. 

The previous budgetary process at Beta was based on the build-up method as defined 

by Kullvén (2015) and Nilsson (2016), and thus meant that managers on all levels were 

engaged in the process. This could sometimes involve up to 100 managers setting their own 

budgets. When they finally reached the financial department of Beta, it often resulted in the 

business controller deciding that the budgets were not realistic or feasible, and were sent 

back for a review, a process described by BA as an “accordion”. This process could also be 

compared to the iterative method (Kullvén, 2015; Zimmerman, 2017), where the budget 

process was characterised by a bottom-up dialogue and where more emphasis was on 

operational-level specific knowledge, since every manager set their own budget. A common 

perception among all respondents was that a majority of the time consumption and the 

rigidity of the process stemmed from the number of persons involved in the process. 

Director 2 stated that cumbersome documents in form of “budget intentions” and “budget 

instructions” were distributed on routine to many managers who may not benefit at all from 

the level of detail and meticulous instructions they contained, and thus did not add any 

value. As PM at Alpha explained the background for the new processes: 
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“It is not a cost saving project, but a time saving project in the form of redirecting it 

[time] to more value creating activities” - PM   

 

5. 2 A CHANGED ITINERARY: INITIAL REACTIONS AND MAIN 

DIFFERENCES 

5.2.1 REACTIONS TO THE CHANGE 

Most of the respondents at Beta were in favour of abandoning the annual budget process. 

Yet, both directors commented that the initial reactions from employees mostly were related 

to what the actual difference was between the old and new processes.  

“I think that quite a few, if I do not only speak for myself it was quite a few in my 

function that wondered what the difference was. [...] first of all we did not really notice 

that we did less, that is, put in less hours, but during a period of time we tried to 

understand what is the difference and how shall we relate to this. [...] There were no 

dramatic effects” - Director 2 

There was a general perception among the controllers of a lack of understanding from 

Alpha’s management of the work load and detail that was required for planning and 

forecasting. As stated by Siti-Nabiha and Scapens (2005), there is a risk that new 

management control practices are not accepted due to their mismatch with current practices, 

which is what seems to have occurred at Beta. The desire from Alpha to simplify the 

planning process was appreciated by the controllers at Beta, and the change initiative was 

welcomed. Yet, the opinions about the level of detail necessary in the planning processes 

and whether the new processes were suitable for the different functions varied.  

The only two respondents who stated that the change was initially met with some 

resistance were the CFO and BA. An explanation for this can be that both work across 

functions and thus got another overview of the reactions within Beta. The CFO expressed 

that most of the reactions had not come from the financial department but rather from the 

line managers, who previously had a very detailed budget for expenses and who felt a bit 

“lost” without a detailed budget to refer to as they now only were provided with a general 

cost-frame. The project group at Alpha perceived that the new processes had met few 

negative reactions.  
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5.2.2 DIFFERENCES FROM BEFORE  

One of the main purposes of the budget is to coordinate the operations of the organisation 

and to communicate common goals (Otley, 1999; Hansen & Van der Stede, 2004; 

Zimmerman, 2017). However, due to the typical focus on deviations and historical figures in 

traditional budget processes, it might inhibit employees to understand the actual 

explanations behind the numbers. In the new processes, Alpha tried to turn the attention 

towards the drivers behind the KPIs, and have the functions identify the underlying reasons 

for positive or negative results. A majority of the respondents mentioned the drivers and that 

they were a welcomed implementation as they helped them understand their businesses 

better.  

An important aspect of the new processes in terms of the AT was that the targets 

should not be phased on a weekly or monthly basis. However, in all Beta interviews but one, 

it became evident that the functions phased the AT for follow-up purposes, and in some 

cases, for control purposes. In a sense, the AT was thus similar to the old budget, implying 

that MAC had not occurred. This could be explained by inertia which obstructs the adoption 

of new management control practices, that generally are difficult to change (Burns & 

Scapens, 2000; van der Steen, 2009). This demonstrates a conflict between stability and 

change, new rules and old routines (Atkinson et al., 1997; Granlund, 2001; Cieslak & 

Kalling, 2007). The controllers felt comfortable with their old way of working as it provided 

a sense of stability and security, which in turn might inhibit the full implementation of the 

new processes.  

“I mean, our budget is called the AT-process, we basically work with the same tools”  

– Controller 3   

The strong desire for maintaining the budget exercise through phasing of the AT confirms 

Otley’s (2006) reasoning that the budget may not completely disappear when a company 

abandons the budget, but rather is continued as a back-office activity for financial managers’ 

control purposes. Although Alpha decided to remove the budget, this did not change the 

external environment in which Beta operates. Controller 3 said that the level of detail and 

follow-up was impossible to avoid when the forecasts was based on information on a “non-

linear correlation on the micro-level”, and exemplified with the price development of 

specific goods. The same controller stated that it worked the same way now as before, and 

that its function had found the previous budget process effective. In the same vein, a 
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controller in a support function commented that details were crucial in new business 

ventures because it provides a way to understand the connection between activities and their 

financial effects. In line with Marginson and Ogden (2005), many managers want the sense 

of security and stability that the budget provides in uncertain environments. 

Another aim with the new processes was to move away from follow-up based on 

estimated figures and instead use the actual figures from the previous year as a reference. 

Nilsson (2016) states that one aspect of budgeting is whether the process or the follow-up is 

most important to the company, where the process itself is sometimes favoured because it 

creates an engagement throughout the company. In the case of Beta however, this feature 

was not highlighted in the new processes, as the budgeting responsibility was lifted from 

line managers. This contrast the reasoning of BB-literature which states that abandoning the 

budget should result in engagement throughout the organisation (Bunce, 2003). The new 

process started at the financial department within each function with directives from Alpha, 

where the chief controller allocated the frames for the rest of its function. Preston (1991) 

and Granlund (2001) state that the budget is a political tool, as it is used for resource 

allocation. When line managers were not involved in the budgetary process any more, they 

thus lost some power, which could be another reason for less enthusiasm from their side 

about the change.  

As stated by Wallander (1999), and Hope and Fraser (2003), forecasts are rarely 

accurate which means that budgetary follow-up is based on outdated figures. Alpha 

attempted to mitigate this problem through the implementation of rolling forecasts based on 

“honest best guess” estimates. The honest best guess would not be used for control purposes 

but as a realistic estimate of the future and was allowed to differ from the AT, compared to 

before where the forecast was basically an adjustment of the budget and only covered the 

current year. All respondents confirmed that the rolling forecast had helped them become 

more forward-looking. Now, the dialogue and information is more based on actual actions 

instead of commenting on budgetary bridges, but also that it sometimes was difficult to 

align with the operations as the operational plans was generally created with the calendar 

year as a basis.  
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Controller 5 commented the following when asked what the greatest differences were 

between the old and the new processes: 

“The largest [difference] is that we follow up against the previous year instead of talking 

about [deviations] against budget, that is a big difference. That we work with these rolling 

forecasts, 12 months ahead all the time, those two are the most palpable big differences I 

believe” – Controller 5 

5.3 THE ROAD SO FAR 
A common perception among the respondents was that Beta was on a “change journey” and 

still in an adjustment phase regarding the new planning processes. MAC tends to be slow in 

organisations since accounting practices often are associated with inertia, as they are deeply 

rooted in rules and routines that take time to change (Burns & Scapens, 2000; Granlund, 2001; 

van der Steen, 2009). Scapens and Roberts (1993) state that it is difficult to change the budget 

process, as it is deeply ingrained in the fabric of organisations. The budget has historically had 

a strong role at Beta, which could be one of the reasons for keeping some features of the annual 

budget. One important factor is the company’s sensitivity to seasonal variations and the huge 

variety of goods that the company offers, which makes it difficult to avoid detailed planning 

and forecasting. The more people who are affected by the change, the longer it takes 

(Granlund, 2001; Zoni et al., 2012; Henttu-Aho & Järvinen, 2013). Beta is by far the largest 

company among the subsidiaries of Alpha, a fact which was highlighted by several respondents 

regarding how far they had come on their change journey compared to the other subsidiaries of 

Alpha. As HoP of Alpha commented on Beta’s stage in the process: 

“...My view of Beta’s process, they’re feeling their way ahead, it is a big ship to turn. So, 

I believe that they have taken a good first step, but they haven’t come all the way, I still 

think they put quite some time into what we call annual target, because they want to 

involve, one wants to involve big parts of the organisation to get a buy-in” - HoP 

All the controllers agreed that they were still in the change process, and one controller 

emphasised the change management aspect of working with the new processes:  

“...Partly, it has a lot to do with development, when you do something new [...] it is an 

important takeaway from this, in changing something as elementary as the planning 

aspect of a business [...] There must be a willingness to change and an understanding for 

the change, that this will be a, well, the upcoming 2-3 years, then your job will be a lot 

about being a part of and developing this process and make it work in your function”  

- Controller 2 

Atkinson et al. (1997) state that an organisation must forget existing routines and learn new 

ones in order to change. In this case, the financial department was positive towards the 
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change and had accepted the new rules, but the rules have not yet become routines due to a 

number of reasons. One of the most common reasons stated by the controllers as the reason 

why they had not adopted the new processes fully, was that the intended use of HP had not 

been possible. This reason had two explanations depending on the respondent’s perspective. 

The first perspective, from the respondents at Alpha, was that they were aware that 

the financial department at Beta did not perceive a sufficient system support from day one. 

They also commented that Beta had decided to implement the new model at a sufficient 

“good enough” level, but not at its potential level. The aim with HP was that it would 

replace Excel and other programs in the long run, but that HP was still used rather as an 

“input machine” than used for actual calculations.  

The second perspective was from the controllers of Beta, who perceived that the 

system was not compatible with their other planning systems and models. It is important to 

understand that a majority of the functions have their own planning models which are 

constructed in Excel or other programs, which could be difficult to align with HP. This is an 

example of resource rigidity, where behavioural lock-in occurs as employees do not want to 

abandon the technology they are used to work with (Barnes et al., 2004). Furthermore, the 

new use of HP did not replace the other systems in use at Beta, which means that many still 

saw an opportunity for continued usage of the old systems for their planning processes and 

only to use the new system for input of figures. Thus, it seems like the focus was put on the 

functionality of HP rather than considering how HP would affect the controllers in their 

daily work, an issue highlighted by Iveroth (2011).  

 BA, who also had the role of system administrator, commented that the controllers 

were unsure what they wanted from HP. Thus, they could not improve the system due to the 

unclear purpose of it. Another reason could be that the controllers must acquire new system 

competencies to make full use of HP, which could also help them establish their new role, in 

line with the findings of Henttu-Aho (2016). BA found HP to be user unfriendly and 

inflexible in comparison to Excel, which he saw as another reason why HP was not used to 

its full extent. This is in line with the findings of Howcroft (2006) who found that the 

company he examined did not accept the other systems as they perceived Excel to be 

superior. According to Lindvall (2009), the controller is highly dependent on Excel in its 

daily work, which could explain the continued use of Excel. Beta uses HP as a reporting tool 

to Alpha, but was not ready to implement it fully in the functions because it was not viewed 
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as a fit compared to the other systems. It could be viewed as the phenomenon of 

simultaneous stability and change as exemplified by Siti-Nabiha and Scapens (2005), as the 

previous example of the acceptance of the use of “AT” instead of “budget”, where Excel 

and other systems provide stability for the employees in their work, but they are reporting 

through HP, as that is a rule that all subsidiaries had to follow. 

5.3.1 THE CONTROLLER’S ROLE: FROM NUMBER CRUNCHER TO NAVIGATOR? 

The removal of the budget could provide an opportunity for the controlling department to 

transform into a business competence center (Rickards, 2006; Nilsson et al., 2010), which 

would involve a role change for the controller. When the controllers were asked whether 

they had developed new competencies and knowledge, or whether they felt that their roles 

had changed due to the new processes, the answers varied. Four out of five controllers felt 

that they had developed new competencies and acquired new knowledge as they learned to 

view things in different ways. Controller 5 however reflected that they always had the 

competencies which were now emphasised, but now had the opportunity and time to make 

use of them. Many perceived that their role had changed, but maybe not because of the new 

processes, but rather due to another initiative from the CFO of Alpha. The CFO wanted that 

the controller role should transform into a “business navigator” and act as business support 

for their functions. One of the controllers said: 

“I do not think that my job description changed just because it [the new planning process] 

became an AT instead of a budget” – Controller 1 

The controller is a key player in management control (Gullberg & Lindvall, 2016) which is 

why it was assumed that the planning process change would have a noticeable impact on 

how the controllers perceive their role in the organisation because of changed practices. All 

respondents expressed a desire to work on a more analytical rather than a “number-

crunching” level and wanted to act as e.g. “co-pilots” and “business support”, but the 

majority perceived that they had not yet reached that role. This could be related to that 

controllers often have a budget process responsibility, and that the AT at Beta did not differ 

much from the budget. As the budget is criticised for its low strategic connection (Preston, 

1991; Ekholm & Wallin, 2000; Hope & Fraser, 2003), it could be a reason why the role of 

the controllers at Beta has not changed much and why the majority of respondents did not 

perceive that they were more engaged in the company’s strategy now than before. There 

was also some ambiguity the meaning of the term “business navigator”. When asked about 
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their role in the company, the controllers’ answers were often stated with referral to the 

CFO-initiative, in terms of “there is this project…” and “the aim for our role is to be…”, 

and generally not from a personal perspective. Only when asked specifically what it meant 

for the respondent, it led to a personal reflection and discussion around the topic. This 

however is a proof that the navigator project has made an impact, but that it is yet for the 

controllers to define and enact the business navigator role.  

“Well that is a quite good question actually, because we do not have any good definition 

of what it is in practice” [what does the term navigator mean?] – Controller 4 

Another reason expressed as to why the role change had not been that noticeable was that 

many still felt that they spent a lot of time on administrative activities that did not add much 

value, which is in contrast to the statement by PM, that the project was a time-saving 

project. The controller was still the “go-to” person for financial queries, and they perceived 

the need to know smaller details, often because they wanted to safeguard for eventual 

questions that require detailed preparation. Nilsson et al. (2010) state that in some cases, the 

controller-role is more reactive rather than proactive despite the calls for an increased 

strategic role. In some respects, this was the case at Beta, as the controller reacted in the 

aspect where they produced requested numbers, while they are proactive when they 

produced information as a preventive measure. However, being proactive is not the same as 

being strategic, and does not necessarily add any value.  

“[...]I mean there are financial aspects in quite a lot of questions, and that lands with the 

controller, but to come out of that [role] is something that the function should be able to 

do itself, I mean that the functions themselves should be able to interpret the numbers 

themselves, we are not supposed to be intermediators, we are supposed to be the strategic 

support with good tools. That is the future” – Controller 3 

Henttu-Aho (2016) theorised about coercive and enabling formalisation regarding the 

controller’s role and her finding was that a change in responsibilities led to that the 

controller received a more holistic and strategic role because it had more influence than 

earlier. HP could be compared to an enabling part of Alpha’s MCS as the purpose was to 

simplify reporting for the controllers as a complement to the new processes. New IT-

systems can provide controllers with opportunities to become more business oriented and 

forward looking (Hyvönen et al., 2015). However, as stated by both Nilsson et al. (2010) 

and Burns and Baldvinsdottir (2005) the controllers must want to change their own role, as 

IT-systems merely provide controllers with opportunities to change it. In this case, the 
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controllers wanted to change their role, yet were inhibited by HP as it was not yet optimally 

adapted to the operations of the different functions. The CFO and Controller 3 expressed 

that with adequate system support, the controllers would spend less time on producing 

numbers and more time on analysing them, and thus be able to become the business support 

they wished to be.   

In order for the controller to have a holistic view of the company, collaboration is 

required between the functions as well as an understanding of each other’s businesses. None 

of the controllers felt more involved in the overall strategy of Beta, but most perceived that 

they were more engaged in the strategy of their own function because they had a better 

understanding of the operations behind the numbers. However, as mentioned before, the 

functions within Beta have very different operations, and are thus quite hard to manage and 

control in the same way. There was a general perception that there had not been much 

synchronisation between the chief controllers of the different functions of Beta, which 

explains the quite different experiences of the new processes among the controllers.   

“There was no explicit consensus maybe within the controller-group [consisting of all 

chief controllers and the CFO] what should be done and how it should be done” – 

Controller 4 

Both Rickards (2006) and Nilsson et al. (2010) state that it is important to ensure 

commitment among the controllers when implementing new processes as they will be in 

charge of the implementation. PM stated that Alpha did not want the processes to develop 

differently in and within the different subsidiaries. However, it seems much of the 

responsibility of the implementation was delegated to the chief controllers without ensuring 

enough commitment and synchronisation. Thus, when the chief controllers interpreted how 

the new processes should be used, most did it somewhat differently, which resulted in 

different practices.  

5.3.2 THE CONTENT OF THE NAVIGATOR’S MAP: COMMUNICATION AND DETAILS 

Information sharing and communication is important related to synchronisation and 

coordination, where two main patterns of information content and communication around 

the new processes emerged from the respondents’ answers. When asked about information 

sharing between functions, the majority of respondents said that the content was not that 

different. However, the communication around follow-up in the AT process was now more 

focused on explanations in words rather than only describing numeric deviations from the 
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target, and on the pace towards reaching the AT.  

“...We share it [the reporting] on a bit of a higher level now in a more of a narrative form 

and less actual bridges and numbers, like plus and minus, but we rather explain what has 

happened during the month and what was not and what was according to plan” - 

Controller 2 

This finding could be compared to that of Henttu-Aho (2016), who found that controllers 

shared information in a different way which led to the possibility to challenge the 

information received, which in turn led to better validity in forecasting. Even if the 

forecasting at Beta still has room for improvement, sharing information in words rather than 

in numerical terms opens the possibility for a better understanding between the sender and 

receiver of information. In the long term, it could lead to faster and more accurate 

forecasting. All respondents, but Controller 3, expressed a desire to decrease the level of 

granularity in the planning and reporting process and some believed they had already 

reached a “suitable” level of detail. The definition of suitable level however varied greatly 

between the respondents. Some controllers still felt the need for a high level of granularity 

to control their functions, while others appreciated that they did not need to spend the same 

amount of time as before on details. The level of granularity had however been lowered in 

terms of follow-up as the aim was to change the focus from detailed deviations towards 

identified actions.  

The level of detail has also been lowered when it comes to what is reported to Alpha. 

However, many still plan and report on a more detailed level within their functions, and 

only Controller 4 explicitly stated that he spent “way less time” on details. Another reason 

for not lowering the granularity was that controllers still received questions that required a 

detailed knowledge. In a sense, detailed information was produced as a safety measurement, 

since it secured the possibility to provide an informed answer to questions during the 

follow-up. It seems that for some respondents, the feeling was that it was better to be too 

prepared than unable to answer questions, where the latter could indicate that the controller 

did not have sufficient knowledge about its function. This can be related to the terms 

comfort and stretch zones. Alpha attempted to move the controllers from their comfort zone 

to a stretch zone by the transition from a focus on details to a more forward-looking focus, 

to view the business in a different way and experiment with new and different behaviours 

related to the planning process (White, cited in Bourmistrov & Kaarbøe, 2013). The conflict 

between what level of detail Alpha requested and the questions they asked in regard to 
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deviations was acknowledged by PM:  

“It is a balance, how detailed questions you can ask, you have to remind yourself that we 

from the top cannot start asking too detailed questions, because we have said that they 

shouldn’t plan on that level of detail” - PM 

Some respondents also perceived that Alpha did not understand the amount of detail needed 

to answer some questions, which could also be a contributing factor to the aforementioned 

problem. Several of the controllers and BA also commented that they should become better 

at rejecting questions that require more details as they do not plan at that level of detail 

anymore.  

5.3.3 ROLLING FORECASTS: A CONFUSING COMPASS 

Rolling forecast were implemented to become more forward-looking, more dynamic and to 

reduce the focus on the calendar year. Overall the respondents perceived that they were 

more forward-looking, but not all agreed on the premise that it was a result of the new 

processes. Many respondents perceived a continued significant focus on the current calendar 

year. The CFO agreed to this, although he said that Beta employees now had another gut 

feeling for where Beta is heading financially throughout the year and for the upcoming 

months. The purpose of the rolling forecasts was to focus on realistic rather than desired 

results as argued by Hope and Fraser (2003). HoP stated: 

“…The forecast should be the best possible estimate, nothing political, but what do we 

believe, where do we believe that we will land in twelve months and why”. - HoP 

 

However, a bit further into the interview HoP said that frequent forecasting was important 

for the steering of the company. These statements explained the somewhat mixed answers 

from the respondents regarding the purpose of the rolling forecasts. The ambiguity was also 

confirmed by BA: 

“[...] we do not really know whether to use the forecasts for controlling or if we are going 

to use them for… Because if we use them for controlling it is something completely 

different than to see in which direction one is heading” - BA 

Most echoed the statement that the forecast should be an honest best guess, but also that this 

was easier said than done. Some controllers noted that it sometimes was hard to present a 

truly honest estimate, especially if that estimate was lower than AT. In those cases, they felt 

that there was a clash between the purpose of the AT and the rolling forecast, as there was a 

feeling that one should not predict lower-than-desired numbers, if they were to steer towards 
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those numbers. In line with this, BA stated that in some cases the rolling forecast became 

similar to an updated AT, where the numbers in the rolling forecast were not the realistic but 

rather the desired results. These different views of how rolling forecasts should be 

implemented in an organisation are also reflected in research; it should either be used as a 

complement to the budget and thus used for control purposes, or to be implemented as a 

replacement for the budget and therefore have its basis in the best-estimate, where other 

tools are used for motivation and evaluation of employees (Ekholm & Wallin, 2000; Hope 

& Fraser, 2003; Sivabalan et. al, 2009).  

Controller 4 reflected upon that some functions only are responsible for costs, and 

that for them the rolling forecasts became a controlling tool, as costs are more controllable 

compared to sales-functions. An honest best guess for a cost centre is thus not really a guess, 

as the function can control what costs it is willing to take. A profit centre, on the other hand, 

cannot control sales figures to the same extent as cost centres as they are dependent on 

external and uncontrollable factors. In line with Richards (2006) conclusion that it is not 

possible for the merchandising sector to abandon budgeting completely, one of the directors 

and several controllers stated that it is challenging within the retail sector to establish a 

forward-looking mentality and to look beyond the details and the daily results. As Director 1 

described the problem: 

“Retail is here and now, it is much about counting the cash register by the end of the day” 

- Director 1  

The issue of time was also discussed in relation to the forecasts. All controllers agreed that 

the new processes had not yet freed up time within their roles, but had probably done so in 

other parts of the organisation that did not work directly with the forecasting process. Since 

one more forecast was added every year it also involved more work and thus time spent on 

planning.  

“We are always in some kind of planning process” - BA 

However, all controllers predicted that the forecast process would become more efficient 

when HP functioned optimally and when there was an agreement and a common approach 

towards the forecasting process within the financial department. The new rules are accepted, 

but the implementation of them is impeded by the IT-system which is not yet sufficiently 

adapted to the needs of the different functions (Ribeiro & Scapens, 2006). Two of the 
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respondents also expressed a desire that HP should include more Business Intelligence. 

Controller 3 connected this to the transition to the role of the business navigator, and 

believed the transition would be facilitated if more time was freed up to conduct analyses. 

“Since the system support hasn’t really “followed” [the new processes], there is quite a 

lot of manual work, just to consolidate everything [the information] before having a look 

at it. If I would estimate something, I’d say that we spend 80-90 % of the time on only 

producing something [information] and 10-20 % to conduct analysis. That is completely 

wrong though, I believe, but that is what happens when we don’t have sufficient tools” - 

Controller 3 

One reason to why there might be a difference between how forward-looking the functions 

are, is the coordination between the operational and the financial planning. Several 

respondents spontaneously mentioned the operational plan in relation to the budget. Their 

reasoning showed attempts and desire to synchronise the operational and the financial 

planning, but that it was challenging since the operational plan was more bound to the 

calendar year and that it required synchronisation of a large sequential chain throughout the 

function. As the budget criticism often stem from the rigid calendar year focus (Hope & 

Fraser, 2003; Ekholm & Wallin, 2000; Otley, 2006; Østergren & Stensaker, 2011), and the 

AT is bound to the calendar year, that seemed to create a tension between the aim to 

establish a forward-looking attitude while maintaining the AT. 
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6. DISCUSSION AND CONCLUSION: LESS IS MORE 

This thesis set out to investigate the phenomenon of budget abandonment through the 

examination of a financial department’s early experiences without a budget and what 

practical implications the substituting processes have had on the ways of working.   

As stated earlier in this thesis, MAC success is difficult to define (Malmi, 1997; 

Taylor & Scapens, 2016). Considering the relatively short time period since the budget was 

abandoned, Beta has come a long way on their journey. The respondents were positive about 

the change as they believed that the old processes needed to be improved. The early 

experiences of budget abandonment reveal that new rules are accepted, and slowly, new 

routines are formed based on the new processes. Change and stability can occur at the same 

time (Burns & Scapens, 2000; Siti-Nabiha & Scapens, 2005), which seems to be the case at 

Beta. The controllers stated that the new rules had been applied, although the new rules had 

no radical impact on how controllers thought about the daily business. MAC involving 

budget processes is affected by organisational inertia as they are deeply established routines 

which involve a large amount of people (Granlund, 2001; Cieslak & Kalling, 2007; van der 

Steen, 2009). It takes time to change routines, and in addition Beta is affected by 

behavioural lock-in as described by Barnes et al. (2004) because the use of Excel is a deeply 

ingrained routine, and HP is seen rather as an input machine than as a value-adding tool. A 

conclusion is that Alpha perceived HP as an enabling tool for the controllers as it would 

help in the new processes and they allowed the Beta functions to adapt the model to their 

specific needs (Henttu-Aho, 2016).  

The new processes have impacted the ways of working in a number of ways. Firstly, 

the level of detail has been lowered in terms of what is reported to Alpha, but not in the 

preparation of the reports and forecasts. One reason is that some functions at Beta still 

prepare reports the same way as before, which is the result of proactive preparation for 

questions that require a detailed answer, combined with a lack of understanding of the 

granularity necessary to answer a question. Atkinson et al., (1997), Burns & Scapens (2000) 

as well as Cieslak & Kalling (2007) state that management control practices generate a 

sense of stability in organisations. Due to uncertainty around some of the processes, it seems 

like the employees of Beta go back to, or never abandoned, their old routines which give a 

sense of security. Some argued that in order to plan for and thus control their functions, they 

needed a certain level of detail which was not possible to decrease, which is in line with 
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Rickards (2006) reasoning why some organisations do not abandon the budget. A recurring 

explanation for maintaining some key features of the old processes was the sector which the 

firm belong to and its sensitivity to seasonal fluctuations which makes it difficult to plan 

financially with less details. This demonstrates an interesting contrast which is also reflected 

in literature. On the one hand, it is claimed that budgets in terms of detailed long-term 

planning is not desired in a turbulent and unforeseeable environment (Berry & Otley, 1980; 

Wallander, 1999; Hope & Fraser, 2003). On the other hand, budgets give a feeling of 

security for managers in uncertain times (Ekholm & Wallin, 2000; Marginson & Ogden, 

2005).  

  Secondly, rolling forecasts were introduced to achieve a forward-looking mindset, 

which was successful as the respondents generally perceived themselves as more future 

oriented. Haka and Krishnan (2005) state that rolling forecasts can cause confusion about 

which performance target to aim for; the target stated in the rolling forecast or that in the 

annual budget. At Beta, there has been a certain degree of confusion in regard of their 

intended purpose; whether the rolling forecasts should be used for control or used for a real 

estimation of the results in a year's time. The “honest best guess” has in some cases clashed 

with the need to deliver results on AT, and therefore the value of creating the forecast was 

not always evident, as some saw it as a repetition of the AT.  

Thirdly, the AT and the annual budget showed strong similarities as they were partly 

used for goal setting and thus performance evaluation. The largest difference was that the 

AT should not be phased, although several functions still phased it “to keep track”, which is 

in line with Otley’s (2006) statement that the budget in terms of financial planning will 

never completely disappear but continue as a back-office activity. Thus, the implementation 

of an AT instead of a budget did not involve any major change in ways of working.  

Finally, the wish to save time that would be spent on value-adding activities had not 

yet become a reality. All respondents from Beta, but one controller, perceived that the 

financial department spent more time on planning and forecasting processes as an additional 

rolling forecast had been added and there were still adjustments to make with the new 

planning models. These adjustments together with the uncertainty around the new processes 

led to that controllers perceived the new processes as more time consuming than the old 

ones. Nonetheless, the controllers agreed that the new processes had great potential and the 

time that would be saved by the new processes would allow them to perform more value-
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adding activities, such as to act as business support and perform analytical work, and that it 

provided opportunity for an increased strategic focus. However, the driver-based approach 

had already helped the controllers to receive a better understanding for their functions and 

the activities behind the numbers, which is a step in the direction of becoming more 

strategically involved. A reflection from some respondents and ourselves is that spending 

time on value-adding activities is a subjective matter. Thus, we assume that a controller 

includes e.g. a higher level of detail because of the belief that it adds value to the forecast in 

terms of more accurate estimates. Therefore, it is difficult to determine what constitutes 

value-adding activities and not.  

In conclusion, the budget is hard to abandon as it is a deeply ingrained routine and in 

the case of Beta the substituting processes have in some cases either been too similar to the 

old ones or too ambiguous. Less is more with the new planning processes, but in two ways; 

the desire for less details have hitherto led to an increased workload for the controllers as 

systems were not working optimally and there was ambiguity around the purpose of the new 

processes. Meanwhile, a top-down approach with less focus on deviations and the calendar 

year opens opportunities for the controllers to become more strategic and forward-looking. 

It also provides an opportunity for the controllers to spend less time on administrational 

work, and develop analytical and strategic competencies. The controllers must be ready to 

change their role and their ways of working to fully enjoy the benefits of the new processes. 

However, it is equally important for the rest of the organisation to adhere to the new 

processes and thus encourage and allow the controller to change its role. 
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7. THE ROAD AHEAD: LIMITATIONS AND SUGGESTIONS 

FOR FURTHER EXPLORATION 

The thesis contributes to the field of MAC and partially to BB-literature as it aims to explain 

why a company abandons the budget, the processes that substitutes the budget, how the new 

processes are received, and how it affects those that used to work closely with the budget 

and the way they work. The findings are helpful for managers and corporate leaders that 

consider abandoning the budget, but also for those that intend to change their planning 

processes in more or less radical ways. 

As only a year has passed since the full implementation of the new processes at 

Alpha and Beta, the effects of MAC cannot be expected to have stabilised, change is still 

occurring. That the organisation is still in a change process can be a limitation, as the full 

effects of abandoning the budget and the consequences cannot yet be discerned. However, 

as this thesis examined the early experiences of a change process, the strength lies in that the 

early stages of a change project can provide insights for its future success in the case 

company. It would be interesting to follow the development of Beta, and see which routines 

are formed. Therefore, a suggestion for further research is to conduct a longitudinal study of 

the same phenomenon. 

The role of organisational culture in relation to change is not examined in this thesis, 

but is often cited as of the main reasons of change resistance and thus why change initiatives 

fail, as organisational culture can inhibit or promote change (Trader-Leigh, 2002). Since 

organisational culture is such a rich field of research, it would divert the focus from the new 

processes and their effect on the way of working, and was thus not part of the research 

frame. 

Our findings showed that some respondents perceived that line managers, who had 

lost budgeting-responsibility and the security of a detailed budget, were also affected by the 

change. Thus, further research should focus on the effects of BB-principles on an 

operational level. Further research would also benefit from a cross-departmental approach, 

where similarities and differences could be highlighted and discussed which would also 

provide a more thorough, overall understanding of the case organisation. Finally, another 

area that would benefit from further research is the budget-free planning processes’ effects 

on the evaluation and control purposes of the MCS, as this thesis focused on the planning 

aspect of the traditional budget and how that is affected when new processes are introduced. 
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APPENDICES

APPENDIX 1: INTERVIEW COMPLEMENTARY QUESTIONNAIRE 

 

Statement Agree 

completely 

Agree 

largely  

Neutral Agree 

partially 

Do not 

agree 

Generally, not in regard to Alpha/Beta 

The budget is important for the 

legitimacy of the organisation and to 

different stakeholders (e.g. investors) 

     

The budgetary process is a way to 

discover new goals 

     

In regard to Alpha/Beta 

The budgetary process was 

unnecessarily long and detailed  

     

The change has met with resistance       

The change has changed my way of 

working 

     

The role of the controller in the 

organisation has changed 

     

 

Statement (circle the answer) 

In general, not in regard to Alpha/Beta 

Alt 1 Alt 2 

Which of the following is the most important in relation to the 

budget 

(circle your answer) 

 

The budgetary 

process 

 

 

The follow-up process 

The most important purpose of the budget is to: 

(circle your answer) 

 

To be prepared 

for the future 

 

 

To be adaptive 

 

“Beyond budgeting” can be divided into two parts - financial 

control and general management (e.g. more decentralisation). 

What do you regard as the most important? 

Change in 

financial 

control 

Change in managerial 

control/leadership 
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APPENDIX 2: INTERVIEW QUESTIONNAIRES 

Questionnaire: Controller 

About you 

 

1. Tell us shortly about yourself and your daily work as Chief Controller at Beta, about 

the function and its operations, number of employees, purpose, etcetera. 

 

Background to/reasons for the changed processes 

 

2. What do you believe is the purpose of the budget and the budgeting process in 

general (not specifically for Beta)? 

 

3. Tell us about the previous budgetary process at your function. 

 

4. How does the coordination between the operational planning and the 

budget/financial planning/forecast function?  

 

5. Why do you believe that Alpha wanted to change the planning and forecasting 

processes? 

 

6. From your role/perspective/on a more practical level - did you feel that the processes 

needed to change? If yes - why? 

 

During initial stages of change implementation 

 

7. What were the initial reactions to the change? 

 

8. (How) has your daily work as a controller changed? 

 

9. Who at Beta do you believe were the most affected by the change and in what way? 

 

Experienced effects/results of change 

 

10. What concrete changes have the new planning processes meant for Beta/your 

function? What is the largest difference from before? 

 

11. How is it to work with the New System? Does it work as intended? 

 

12. What is your view of the role of the controller in the organisation? 

 

13. Do you think that role has changed with the changed processes? 

 

14. Do you perceive that you are more engaged in the strategy of Beta/Alpha now in 

relation to before the change? 

 

15. Do you perceive that you spend less time on details in regard to planning now than 

during the previous budget process? 
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16. In general, do you perceive that you, as well as Beta, are more forward looking in 

your work now than before? 

 

17. Has the way of working with the budget disappeared/changed in your function? If 

not - has the level of detail been lowered, or is it at the same level as before, with a 

difference in what is reported to Alpha? 

 

18. Do you think that all functions at Beta have adopted the new processes to the same 

extent. If not - why not? 

 

19. Do you perceive that the dialogue around allocation of responsibility, planning and 

follow-up has changed? 

 

20. Have the new processes facilitated decision making and flexibility? 

 

21. Do you think that the new processes have led to new knowledge or competencies 

that you did not have before? 

 

22. Have the new processes changed how you handle and share information with others? 

 

23. What are the largest advantages and disadvantages that the change has led to so far, 

a year after the implementation? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



62 

 

APPENDIX 3: CATEGORISATION OF DATA 

Theme Category Key Words 

   

  

 

Planning Processes 

(Budget versus no 

Budget) 

Purpose of Budget Planning, goal setting, control, 

alignment 

Different types of planning Coordination between operational and 

financial planning 

Previous processes   

Time consumption, details, iterations 

  

Reasons for change 

 

 

 

 

 

 

Management 

accounting change 

(MAC): Experiences 

Initial Reactions Positive, negative  

Change process Top-down  

New use of planning system Lack of support, confusion, non-

alignment, synchronisation, 

knowledge 

Who were the most affected? Controllers, line managers 

What is the difference? Difference between budget and AT, 

purpose of forecast 

Time-frame/inertia Development, undergoing change, 

change in progress, “a change 

journey” 

  

The role of the 

controller 

Perceived role Business navigator, business support, 

analytical work, financial planning 
Tasks, competencies 

Strategic orientation Strategic involvement, 

synchronisation, cooperation 

 

Effects and Experiences 

from the new planning 

Processes  

Information flows, reporting, 

communication, dialogue 

Synchronisation, coordination 

Decision-making, flexibility Activities, AT, simplification 

Desired effects of the new 

planning processes 

Lower level of detail, become more 

forward-looking, less resources spent 

on gathering financial data 

Respondents’ reflections Major benefits/downsides with the 

new processes 

 


