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Sammanfattning 

Under en sexmånadersperiod har författaren studerat, observerat samt analyserat situationen på 

Skanska ITNs huvudkontor i Haga Norra, Stockholm. Licenser och inköpsrelationer och hantering av 

dessa är områden som Skanska ITN, vilka leverarar och förvaltar IT tjänster och produkter för Skanska 

AB, vill ha undersökta och analyserade. Problemet grundar sig i att det i dagsläget ej finns en process 

för att hantera software asset management (SAM), i.e. hantering av mjukvara och licenser. Det finns 

betydande besparingar att göra när det kommer till att hantera licenser och relationer med 

leverantörer. Syftet med detta examensarbete är att identifiera potentiella processer för att hantera 

inköp av licenser, produkter och tjänster relaterade till IT, samt rekommendera en kvalificerad 

lösning som kan anammas av Skanska ITN och SAM processerna, vilken kan identifiera svagheter och 

brister och optimera dessa. Under studiens gång fann författaren faktorer såsom brist på 

ansvarsområden och syfte med den SAM process som hade definierats av den globala IT avdelningen 

(GSU IT), vilken påverkar inblandade parter och dess arbetsområden.  

Tre förslag till förbättringar och implementationer har presenterats och dessa är:  

 Koppla SAM och inköpsrelationen mot IT roadmaps och Enterprise Erchitecture (EA) 

 Initiera en gemensam plattform i form av ett forum där delning av dokument och avtal kan 

lagras vilken kan förvaltas av SM3 modellen 

 Inventera samt analysera de licenser och avtal som existerar i dagsläget och de som bör 

omförhandlas. För att det ska kunna ske måste ett syfte och direktiv vara aktuellt för vilket 

SAM verktyg som ska användas.    

 



 
 

Abstract 

During a six-month period, the author has studied, observed and analyzed the situation within 

Skanska ITN, headquartered in Haga Norra, Sweden. Licenses and supplier relationships and 

management of these are areas Skanska ITN, which delivers and manages IT services and products to 

Skanska AB, would like to have investigated and analyzed. The problem reveals itself in the current 

situation because there is no process for managing software asset management (SAM), i.e. 

management of licenses and software. There are significant savings to be made when it comes to 

managing licenses and dealing with suppliers. The purpose of this paper is to identify the processes in 

dealing with the sourcing of licenses, products and services related to IT and to propose a suitable 

recommendation that can be adopted by Skanska ITN and the SAM processes. During the study the 

author found several factors such as lack of responsibility and a defined purpose of the SAM process, 

which had been defined by the global IT department (GSU IT). These were affecting the parties 

involved and their work tasks regarding sourcing and purchasing licenses. 

 

Three suggestions for improvements and implementations have been presented and these are: 

 Connect the SAM and purchase relationship with IT roadmaps and Enterprise 

Architecthure (EA) 

 Initiate a common platform as a forum for sharing documents and agreements which can 

be stored and managed by the SM3 model 

 Examine and analyze the licenses and agreements within the current situation. To be able 

to perform this a common policy and purpose must be defined for a SAM tool. 
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Glossary 

IT Governance – Is a strategy for managing an activity / operation so that IT value can be seen and 

measured for the affected customers. See for example Weill & Ross definition (2004) of IT 

Governance. Important to note that it is part of the overall corporate governance framework. 

ITSM – IT Service Management is a strategy to ensure that IT services are delivered in accordance 

with the agreements and service level for the customer. 

ITIL – Information Technology Infrastructure Library, a framework that can be used, amongst others, 

within IT Service Management. This framework describes in accordance to best practice1 how 

processes and activities will be designed for achieving an effective IT service.  

CobiT – Stands for Control Objectives and Related Technologies and is a framework for IT               

governance. This framework supports organizations with models for measuring the maturity of 

processes within IT Service Management. This framework is also a tool compatible with ITIL.  

CMMI – Capability Maturity Model Integration, also a framework used to measure the maturity of 

processes within IT Service Management departments and organizations. 

SAM – Software Asset Management is about compliance and SAM is about having the right 

prerequisites for an audit by a supplier and a good overview of expenditures and license costs.   

 

  

                                                           

1
 A best practice is a technique or methodology that, through experience and research, has proven to reliably 

lead to a desired result. (http://searchsoftwarequality.techtarget.com/definition/best-practice) 
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SMO = Supply Management Orientation 
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ITIL = Information Technology Infrastructure Library  
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1 Introduction 
The introduction gives the reader a short presentation of the investigated company and the problem 

formulation. This chapter describes the background of the thesis and gives the reader an industrial 

context. 

 

“By 2015 end-user organizations will spend less on new enterprise IT assets, but more on managing IT 

assets”. (Buchanan et al. 2011, p. 3) 

In recent years the sourcing of different kind of products and services has become an important key 

business trend. Today, sourcing includes practically all activities of a firm, including non-core and 

core components, business processes, information technology processes, manufacturing and 

distribution activities as well as customer support activities (Kroes & Ghosh 2010). Because of this 

purchasing has become an area of great strategic importance for competing in the global 

marketplace. It is important to understand that the value-adding potential of the purchasing function 

only can be utilized if its decisions and activities are aligned with the organization’s overall 

competitive strategy (Baier et al. 2008). However it’s not always clear if the purchasing strategy is in 

line with the company's overall strategy even though it should be evident that the aim of sourcing is 

to gain competitive advantage (Baier et al. 2008). This thesis examines how the sourcing strategy, 

supplier management and software asset management (SAM) are aligned with the business strategy 

and activities at Skanska IT Nordic (Skanska ITN). Also a recommendation for what they can do to 

develop and improve their software asset management capabilities (see Figure 1).  

 

Figure 1 Development of a SAM process (Brill et al. 2008) 

Skanska AB is an international leader within the market of project development and construction-

related services, developing offices, homes and infrastructure projects such as schools and roads. 

They operate in nine markets, with 52,000 employees, where Sweden is one of them (Skanska, 

2011). The business unit Skanska ITN supports Skanska’s Nordic business units and 12,000 end users 

with effective IT services (most often based on Information Technology). Skanska ITN with their ~200 
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employee’s plans, develops and administers applications and is responsible for infrastructure and IT 

operations (Bool, 2011).  

Since Skanska ITN is a fairly young business unit with a background of three years, they have not yet 

adopted a strategy for purchasing of licenses, products and services related to IT. Therefore this 

thesis aims to investigate if Skanska ITN could adapt to a new purchasing and licensing strategy; 

thereby continue being competitive and innovative in the market it operates within. In order to do 

this, Skanska ITN’s current processes in dealing with licenses, products and services, which are used 

within Skanska AB, has to be examined and evaluated. By solving this, Skanska ITN can develop and 

maintain their market-leading position in the future and hopefully gain value-adding effects of a 

suiting purchasing strategy. If a suitable purchasing strategy is not developed or difficulties in the 

implementation occur, Skanska ITN could miss out on the competitive advantages such strategy 

would have. This in turn could impede Skanska ITNs competitive strength. Several SAM-related 

incidents, compliance and financials has occurred related to major vendors during the past year 

(Anders Hagman, 2012).  

The purpose of the study is to identify processes for sourcing licenses and IT related products and a 

suitable recommendation for Skanska ITN where the SAM processes can facilitate purchasing of IT 

related products in the future.  

1.1 Background 

The background to the problem, which has been developed in cooperation with the line managers 

and head of departments, e.g. Anders Hagman, has its origin in the newly developed organization 

Skanska ITN. A few years ago Skanska ITN was operating decentralized in the Nordics. Due to 

problems when initiating and finalizing projects and working overseas with IT management, the 

identified areas could be e.g. hinders in communication, lack of documentation during the projects 

and insufficient knowledge concerning how to document and evaluate problem areas (Anders 

Hagman, 2011).  This called for reorganization for the common operating unit Skanska ITN, which led 

to a more centralized organization with base in Stockholm, Sweden. No more than two years ago this 

reorganization took place and Skanska ITN has since then been operational in Stockholm, Malmö, 

Oslo and Helsinki. Today, Skanska ITN also serves some of Skanska ABs internal processes and 

services concerning IT and IT related products. This is a major operation and due to the young age 

and maturity of the organization, several processes and models have not yet been fully developed 

and/or implemented. (Anders Hagman, 2011) 

The problem has later on been developed and discussed amongst the employees of Skanska ITN. The 

managing director of Skanska ITN, as of autumn 2011, Eva Harström, was contacted at an event at 

KTH, Stockholm. The request for conducting the thesis studies at Skanska ITN was handled by her and 

human resources, which delivered it to Anders Hagman. The problem itself was far larger than is 

formulated in this thesis, but it has been narrowed down to reasonable research questions. After a 

couple of meetings and revisions, the stated objective and problem formulation in this thesis was set 

and has been the starting point since for the investigation. 
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1.2 Thesis Objective  

The objective was to explore the chosen area in context of the given background and literature. This 

will result in a suitable recommendation for Skanska ITN and SAM processes in order to handle 

sourcing of IT related products, by analyzing current activities, needs and strategies using an 

academic framework and approach.  

This will lead to enhanced and improved knowledge and understanding within Skanska ITN for 

sourcing of licenses and IT related services.   

The author proposes a recommendation for the given objective by answering the research questions 

stated. This is operationalized more thoroughly under the empirical study within section 4 (Skanska 

AB) and section 5 (Results).   

1.3 Problem definition 

“Eighty-six percent of respondents (1,013 US organizations) lack complete and accurate information 

about software deployments and entitlements.”  (Brill et al. 2008, p. 3) 

The quotation which explains the lack of information about software assets can be related to Skanska 

ITN in this case. When a need for a new service arise there are as of now no precise and exact 

routines and processes for purchasing IT related services at Skanska ITN. Each department and 

business unit orders services and estimates their demand. It is a long and complex process when an 

initial requirement is written until a new service is implemented. (Hagman & Dagnell, 2012) 

This thesis does not focus on how the services are implemented but rather on the process around 

supplier and software asset management and how to order and manage IT services and software 

licenses. Several roles and responsible managers are involved in the process of purchasing, but there 

is no documentation or routine when ordering and purchasing. This is an area which needs further 

investigation.  

The managers work with distributors and consultants when specifying a new agreement for a new 

service or license. The level of maturity, i.e. how well adopted and integrated the routines are of how 

the communication between the departments ordering a new service and the unit handling the new 

agreement and purchase with a distributor, is not specified anywhere and it can sometimes be 

difficult to understand who is responsible. Some of the direct consequences related to the problems 

of supplier management that can occur are increases in costs for sourcing, incorrect and inferior 

supplier agreements, unknown roles and responsibilities for the employees and non-compliance of IT 

software and licenses. 

By studying and analyzing relevant theory and observing the processes around supplier and software 

asset management, the research questions have been formulated in cooperation with the supervisor 

at Skanska ITN, Anders Hagman. 

The studied problem is the process flow of the purchasing processes and these concerns supplier 

management (SuM) and software asset management (SAM). 
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Research questions: 

 What major shortages are there in the sourcing and purchasing processes for IT 

products and services? 

 What are the main constraints and enablers for/when standardizing the supplier 

management and software asset management (SAM) processes? 

 What are the main benefits of implementing SAM processes and how can it be 

done? 

1.4 Delimitations and limitations 

The processes concerning other parts of Skanska, for example Skanska Sverige AB are not going to be 

investigated in this thesis due to lack of resources such as time. Focus has instead been on the 

existing processes, which are a vital part in the pre-study and further investigations within Skanska 

ITN internally. When formulating the solution, the author has aimed for it to be dynamic and suitable 

for different situations.   

The report has been presented for Skanska ITN, the institution of Industrial Management & 

Engineering and the department of Computer Science at the Royal Institute of Technology. Due to 

the requirements of the institution of Industrial Management & Engineering and the department of 

Computer Science the report has an academic approach and not the approach of a consultant’s 

report. The author has worked closely with the department of purchasing and logistics Skanska 

Nordic Procurement Unit (NPU) and Group Staff Unit (GSU IT) for creating and understanding the 

larger picture and problems that Skanska ITN are having. 

Since this is a case study, it can be discussed whether the findings of the thesis are generalizable. 

However, the possible solution can be applicable for other industries than organizations dealing with 

IT related products and services. This can be done because the applicable theory of purchasing 

strategies concerns the complexity of the purchased products and relationships to the suppliers, not 

the specific products. 
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1.5 Outline 

Chapter 2 is about the methodologies and methods chosen for conducting this study. The reason for 

choosing certain interview methods and why a survey was used are also presented.  

Chapter 3 describes the area of knowledge, i.e. the literature which has been used in this. The 

literature has been in form of scientific articles, books, templates and process schemes, frameworks 

models, purchasing literature and SAM literature.  

Chapter 4 is the empirical section describing the situation at Skanska ITN and what frameworks, 

tools, software, policies and routines that exist and are used. This chapter gives the reader an 

overview of certain parts of the organization under investigation. 

Chapter 5 is where the results from the survey and the interviews are presented. The part of 

discussion and analysis is also sectioned under this heading and is where the empirical findings are 

connected to the theory presented earlier in chapter 3.  

Chapter 6 summarizes and presents a conclusion for the reader where recommendations and 

proposals based on the analysis and discussion are presented.    
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2 Methodology 
In this section, the research paradigm is identified and described. An approach of the thesis is also 

stated and argued about. The main focus is on the research questions, the methodology and methods 

chosen in order to answer the research questions. Delimitations and limitations are also described.  

 

The current situation at Skanska ITN has been investigated and analyzed through a maturity analysis 

and a review of the current IT processes during observations. The analysis was internal and analyzed 

the current IT processes throughout Skanska ITN. One method used for this analysis was Capability 

Maturity Model Integration (CMMI). (Mutafelija & Stromberg 2009). See appendix E for the main 

stages of the CMMI analysis.  

The research paradigm has for a start been more of an interpretivist paradigm and the work has been 

conducted from that angle. This path, suitable for this thesis due to the amount of qualitative data 

being examined e.g. interviews, has been altered towards a positivist paradigm during the process of 

the thesis, due to quantitative gathering of data e.g. the results of the survey. An alternation 

between positivism and interpretivism is usual but focus has more been on a qualitative study 

throughout this thesis. There are some articles and theories written in the subject of manner, i.e. 

supplier and software asset management, which are of use in order to examine problems that can 

occur during the research. The process of the thesis is explained in Figure 2. 

Thesis Process Plan   

 

Figure 2 Thesis Process Plan 

The theory base is primarily collected from scientific journals and sources of relevant importance to 

the thesis. Further on, the theories and material found has been analyzed and screened in order to 

understand what is of importance to this thesis. Both primary and secondary data is used in this 

thesis (Collis & Hussey 2009). Google Scholar, Uppsök (included in Libris) and databases within KTH 

have been used when searching for information.   

The research questions formulated are specifically related to the field of investigation and the market 

segment Skanska ITN operates within. 

The collection of data has been done with an inductive approach but with some deductive features. 

Therefore this has taken a path that point to an abductive approach (Alvesson & Sköldberg 1994). 

Why these approaches have been chosen is described ahead.   

It is important to not exclude approaches when analyzing the theory and the empirical results that 

will arise when writing and investigating. This in order for the author to gain a deeper understanding 
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for the subject. The use of a case study, a survey and interviews has enabled the author to collect 

data and information. Surveys are used to collect primary and secondary data for the investigation.  

At a first stage, an interpretivist approach has been used when analyzing and collecting data, e.g. the 

interviews. The first wave of interviews has been of the unstructured kind and the second wave had a 

more structured form, see Figure 3. This was a dynamic process which was flexible but with clear 

goals and a joint aim.  (Collis & Hussey 2009)  

One model that has been used is the Capability Maturity Model Integration (CMMI) (Mutafelija & 

Stromberg 2009). This approach is a process improvement model that provides organizations with 

information by identifying an organization’s process strengths and weaknesses and making process 

changes to turn weaknesses into strengths (ISACA, 2012). However, it is also important to further 

analyze how these processes affect the internal users and customers such as Skanska Sverige AB and 

the locations where IT is used, e.g. at construction sites.  

Thoughts   

This thesis has been conducted at Skanska ITN because the company was of great interest to the 

author. The subject in matter and the organization is unique, young and fairly undeveloped 

concerning processes and IT Service Management (ITSM). This gave room for creation and the ability 

to bring new energy to the organization. The current situation is that Skanska ITN does not know how 

or where the organization will be in a few years concerning specific activities which this thesis 

focuses upon; this is unclear at the moment but gives the author an opportunity to create guidelines 

when it comes to supplier and software asset management (Anders Hagman, 2011). There is no, or 

very vague information about what is documented in the organization and what processes there are 

and therefore the maturity analysis of the current situation was necessary to analyze. The maturity 

analysis was a pre-study and has laid ground for the thesis to proceed from as a starting point. One of 

the risks with this thesis is not finding relevant theory which can be applied, but there are several 

models and frameworks when analyzing and evaluating the scale of maturity within Skanska ITN and 

how their processes around souring of IT related products and services are done.  

The pitfalls to keep in mind are that the scope of the research might be too vast and it may be easy 

to slide out of course when investigating and analyzing. These pitfalls have been taken in 

consideration when formulating the problem definition and objective.  

The connection towards service- and product catalogs, being a catalogue revealing internal services 

which can be ordered, is noteworthy and is an area where Skanska ITN and many others are fumbling 

today. The service catalogue was introduced during the time this thesis was written at Skanska ITN 

and is under development. Within the area of sourcing there are several theories and tools, but the 

author have with the help from Skanska taken one certification and one course, which was provided 

by ITIL (ITIL, 2011). Skanska ITN also gave the opportunity to take one course in excess of the ITIL 

course. The course was within the project management model Skanska ITN uses, being PPS (Tieto, 

2011) in order to understand the language the employees uses.  
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2.1 Research Design 
The following sections cover the basic structure of the survey and interviews conducted at Skanska 

ITN. A structure of four steps explaining the identification and definition of the problem, analysis, how 

the survey and interviews were conducted and the empirical findings are presented.   

2.1.1 Identify and define problem formulation [Step 1] 

The initial phase of the study was to perform a pre-study. This phase took four weeks to finalize and 

has been an important cornerstone of this thesis. An introduction to the “language” that is spoken 

within the department and organization of Skanska ITN was given during the first week of the thesis 

work. A certification was taken after a three days course in ITIL, and this was very beneficial as an 

introduction to the thesis. Some of the key terms, abbreviations and processes the other employees 

used were easier to understand. The course consisted of workshops and lectures about ITIL by two 

teachers from Olingo Consulting (ITIL course, 2012). Thereafter the work of the actual observations 

and studies of the organization took place. The author studied documents and presentations from 

the internal web and was seated next to the supervisor Anders Hagman and other consultants at 

Skanska ITN which made it easy to retrieve information.  The upside with such arrangement is easy 

access to information and data whereas the downside being that the author might be affected and 

become bias when writing and observing.  

The problem formulation has been framed in cooperation with Anders Hagman, Service Manager and 

supervisor at Skanska ITN. The problem definition has been revised several times and it took some 

time to understand the underlying problem, according to beliefs and ideas. The current formulation 

is a starting point for understanding the conducted maturity analysis and analyze the processes 

concerning sourcing of IT related services. 

To be mentioned is also that an abductive approach has been used, i.e. observations during the pre-

study laying ground for the theory to be examined due to the alternation of paradigms (Collis & 

Hussey 2009). The reason for this is that the author wanted to know what kind of literature to focus 

on after observing the organization and regardless of earlier theories and studies relevant to the 

area. Early in the literature study phase the author noticed that the literature within the area was 

lacking and it was difficult to search for more. Relating it to this thesis, the abductive approach has 

been a better match due to the formulations of the research questions. 

As a complement to the taken course in ITIL, unstructured interviews and observations, several 

internal documents were studied and analyzed. This gave an insight in the daily operations of some 

of the defined roles of Demand and Service Management (DSM), a business unit within Skanska ITN. 

(See Glossary)  

The purpose of the pre-study was to structure, organize and reflect upon important aspects for the 

author and Skanska ITN.  

The unstructured interviews are an important part of the pre-study, because of the beliefs that it is 

desirable when it comes to creating an understanding for the interviewee (Collis & Hussey 2009). 
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2.1.2 Analyze and investigate the maturity of ITN [Step 2] 

The study of the literature involved reading books, articles and other studies conducted at Skanska 

ITN and within the same area of investigation. The investigation of Skanska ITN and the maturity of 

the processes have not included the author investigating the maturity of the organization or the 

business unit itself, but rather the processes the unit uses. To begin with there are two important 

areas that uses processes that are of great interest for this investigation and they are software asset 

management (SAM) and Supplier Management (SuM) (Skanska, 2012). One framework has been 

used for measuring the maturity being the CMMI, the second one can in the future be CobiT (ISACA, 

2012). The latter framework has not been used within this study but can be implemented in the 

future. These frameworks can be connected to an internal and modified framework which is called 

Skanska IT Maintenance Management Model (SM3) and is well known throughout Skanska Sverige 

AB (Skanska, 2012). These frameworks have been connected and synergies have been found 

between them. (See Glossary for abbreviations and explanations of methods and frameworks) 

Parallel to the literature study the empirical study also begun its phase. The alternation between 

empirical study and theory has been a better combination for this thesis, i.e. the usage of abduction. 

In total 30 articles, 12 books and 7 master theses’ have been studied throughout the process of 

writing this thesis.     

2.1.3 Surveys and Interviews [Step 3] 

The author has chosen to use both a survey and interviews, where the interviews were semi-

structured/structured and unstructured, see Figure 3. The reason for this is to create a clear picture 

of what the problem was and where within the organization it can be found. Beliefs that there are far 

more problems than first anticipated was thought of but the author have chosen to narrow it down 

to one problem area and that will be the one concerning purchasing of IT related services and 

licenses. The problem area is to study the process flow of the purchasing process and this concerns 

SuM and SAM. The process of conducting interviews and sending out a survey has been done parallel 

to the literature study. The process of the survey has taken four weeks to finalize, i.e. receiving 

answers from the survey and analyzing and compiling these answers.     

First of all, some unstructured interviews have taken place and they have mainly been with the 

supervisor, Anders Hagman and the acting supplier manager for the time being, Bengt-Arne Dagnell. 

These meetings have resulted in important information for the study and its purpose. 

Documentation and dates for those meetings can be seen in appendix B. Unstructured interviews 

were conducted due to lack of time or informal questions which could be answered without agreeing 

upon a date prior the interview. 

Why unstructured interviews and informal observations during the startup phase are essential is 

because they lay the ground work and sets the path of the whole study. It is important to create a 

larger picture and an understanding of the organization and the employees from the start. 

The downside with unstructured interviews is that they are time consuming and problems related to 

analysis and compilation of data can occur (Collis & Hussey 2009). These types of interviews have 

only been used during the initial phase of the study and have not been used later on in the study, i.e. 

not in the empirical study due to avoidance of false analysis of the collected data and results.   
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Second of all, the survey, see appendix C, has been sent out to 70 relevant key persons within ITN 

which are currently working with projects concerning purchasing and IT related services. The 

questions of the survey are more of the kind where the respondent can answer more openly with 

some closed questions containing multiple choice answers.   

The purpose of the survey was to examine and investigate the answers which led to the formulation 

of the questions for the semi-structured interviews. The survey also laid ground for a development of 

the problem formulation and what to specify in the investigation and study. From the survey it was 

known what kind of problems there were, what kind of frameworks and tools employees actually 

used and if there were any changes wanted to the already defined processes and routines, by the 

employees.  

 

Figure 3 Survey and interview process  

When the author had identified the problems and thoughts from the employees, a categorization 

and organization of these answers took place so they had a purpose when it came to the more 

structured and qualitative interviews. The survey was developed in a tool called Google Docs and was 

sent out to the respondents through a mail containing the link to the survey. Prior to the mailmerge 

of 70 persons, a test group of 3 persons analyzed and tested the survey. This helped to identify faulty 

questions and abbreviations and was done in order to increase the validity. The persons 

contemplated for the survey were chosen from a list of employees were both the author and the 

supervisor Anders Hagman saw possibilities for relevant roles and work tasks connected to the area 

of study. 

The survey, which took place after the unstructured interviews, see Figure 3, has been constructed so 

that the underlying problem, or at least guide the author to the supposed problem at Skanska ITN, 

could be identified.  

The survey was sent out to 70 internal employees the 13th of April 2012, and the deadline was set to 

25th of April 2012, a reminder was sent out 20th of April 2012 and the response rate was 28,5 % 

(20/70). There is no specific argumentation for choosing those dates. The loss was therefore 71,5%. 

The loss could e.g. be founded in several aspects and factors affecting the response rate, i.e. sickness, 

lack of interest and lack of relevant knowledge within the requested field and questions. One 

reminder was sent out and the author believed this was sufficient, due to the different amount of 

work load during a specific time period and not to force people to answer questions, relying on 

observations from the workplace.  

The upside of using a survey is that a large population can be reached and in this case 70 persons. 

The data retrieved was of the quantitative and qualitative sort, but the author analyzed the answers 

from a qualitative angle in agreement of the thesis and objective.  

The downside of surveys is if the questions are ill formulated or difficult to interpret, there is a high 

risk of misinterpretation and it is therefore difficult to state further questions compared to an 

interview. If there are misinterpretations then the level of the validity is decreased. It is therefore 
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important to construct and test the survey questions in order to eliminate or decrease the level of 

faulty and ill formulated questions.   

The semi-structured and qualitative interviews, see appendix A, were made separately with four key 

persons relevant to the area of research this thesis focuses upon. The key persons were chosen from 

results which the pre-study presented and the author was able to formulate the questions according 

to those findings. All structured interviews were conducted at Skanska ITN, Stockholm and this was 

due to geographic matters and relevance to the close work of the current processes affecting the 

employees, i.e. the SAM process close to the acting supplier manager Bengt-Arne Dagnell. The 

interviewees were contacted through e-mail and dates were suggested and agreed upon. A template 

was prepared before the interview, which had a more semi-structural form. The interviews were not 

recorded but notes were taken. The downside with not recording the interviews is that it can be 

difficult to replicate the study and misinterpret information and data given during the interview. 

Recordings can be time consuming and if the interviews are not extensive, as in this case, then the 

recordings will be redundant. The collected data has been analyzed and interpreted in this thesis and 

quotes from the interviewees have been used. 

The qualitative interviews were constructed and conducted from the observations and with the data 

which the pre-study had generated. The interviewees had backgrounds from different business units 

and parts of Skanska AB and this gave the author a wider spectrum of ideas and thoughts from within 

the organization. The interviews were conducted after the survey had been analyzed and this could 

narrow the problem and find the underlying cause for a future recommendation. The interviews and 

roles of the interviewees are presented in appendix A. Also the interviewees received different 

questions based on their roles and work tasks.    

2.1.4 The process of empirical analysis and results / solution [Step 4] 

A consultant by the name Bengt-Arne Dagnell at Skanska ITN has during the second half of 2011 and 

during the spring of 2012 defined and implemented documentation routines and processes for the 

supplier management process and sourcing of IT related services. This prepared the groundwork and 

allowed for a comparison on what best practices and frameworks states about implementing and 

defining new processes with what Skanska ITN actually have done during those six months. A 

comparison between best practices and frameworks can generate different approaches and 

comprehensions.   

The observations for this study with the opportunity given with a seat at the open landscape office, 

has been a crucial factor for this thesis. The observations of the work environment, employees and 

frameworks have continually been ongoing, even after the pre-study due to the presence at Skanska 

ITN two to five days a week. The observations have been beneficial for both the author and the study 

because of the opportunity to discuss with the observed employees and it has been a more informal 

way of studying the work environment. The drawback of this is that the author can be affected by 

the surrounding environment which can lead to biased opinions when adapting to the work 

environment and colleagues.  

The process of the semi-structured interviews revealing qualitative data to work with, were 

conducted at the headquarters of Skanska ITN at Solna with 800 employees. The author has chosen 

to use a more interpretivistic approach and rather studied and reviewed instead of measuring, 

therefore a more qualitative approach have been used when reviewing the empirical results. A 
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method called triangulation, i.e. using surveys, observations and qualitative interviews has been used 

when analyzing and conducting the empirical research (Collis & Hussey 2009). This method suits this 

thesis because of the minimization of the chosen method in question to affect the results. This is 

chosen due to the context of the objective and data gathered throughout the study.   

The survey has been used, as mentioned earlier to specify the problem formulation and gather data 

about the underlying problems and possible root causes within ITN. The qualitative, semi-structured 

interviews and observations have created a depth and solid base for this thesis. The validity of the 

study is considered to be high because of the qualitative studies but the reliability is not as high as 

the validity due to the capacity of replication of the interviews (Collis & Hussey 2009). The interview 

template and interviewees can be found in appendix A.  

2.2 Validity & Reliability 

The validity of the investigation is ensured and validated by dividing the different chapters of the 

report into areas of investigation, which are linked to each other later on under section 5.1 (Analysis 

& Discussion). This shows that the right information has been gathered throughout the studies in 

order to meet the objective of the thesis. Validity is how well the results of the study correspond 

with the examined problem (Collis & Hussey 2009).  

The use of qualitative interviews will limit the possibility to replicate the thesis and interviews. 

Another interviewer might interpret the answers differently. The person being questioned could 

further be affected by the interviewer using leading questions as well as following up to the 

respondent’s answers. This may well affect the outcome of the report and the author has 

compensated for this by giving general conclusions and presenting a recommendation. This should 

hopefully enable an evaluation of each step of the implementation before moving on to the next 

one. According to the research paradigm interpretivism, focus has been on capturing the essence of 

the studied case (Collis & Hussey 2009). The extracted data is believed to be providing a rich and 

detailed explanation.  The author has also been looking at what is called construct validity, which is 

useful when analyzing not easily observable factors such as motivation and ambition. This has been 

observed due to the corporate culture construction companies have and because this can have 

influence on the heritage Skanska ITN has from Skanska Sverige AB (Josephson et al. 2003).   

The reliability of this thesis and study will be relatively low due to the limitations in a reproduction of 

the unstructured interviews. The reliability of conducting the structured interviews with the same or 

with employees with similar job tasks is rather high. See appendix A for interview template. 

Reliability refers to the possibility to repeat the study and achieve the same results (Collis & Hussey 

2009).   
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3 Theoretical framework  
In this section, the reader will be presented upon relevant theory. The chapter begins with an 

explanation of governance and will thereafter continue with a definition and construe of supplier 

management and software asset management. These areas are defined for the reader to percept the 

context of the report and for creating an understanding of the analysis and discussion around these 

areas.  

 

As noted by Mordechai (2004) and Eastwood et al. (2009) more companies are changing their IT 

asset management strategies from a hardware and software focus to a more sustainable, 

competitive advantage through creating cooperative relationships between the busniess units, the 

customers and suppliers (Heide & John 1990). Eastwood et al. (2009) also mentions that better 

compliance in software often flows from software asset management (SAM). By doing so, the 

software asset managers role need to change in order to be in line with the new strategy, if the new 

strategy shall be successful. The focus changes to understanding the customer’s and supplier’s needs 

and to show the customer that their product or services will be satisfactory. What this change brings 

is not only a change in IT asset management strategy but also a higher level of complexity to the role 

of a software asset manager (SAM). The new measurement of both customer satisfaction and 

reduced costs could be a part of the incentive compensation for the software asset management. In 

order to configure such role and process, an evaluation system can be of use. To be able to 

implement governance, IT and corporate governance need to be in place and employees knows who 

decides upon what. (ISO19770-1, 2006) 

3.1 Governance  

The concept IT governance (ITG) is closely connected to Corporate Governance (Boyd et al. n.d.). 

Careless compliance in software assets is not an acceptable form of corporate governance, utters 

Eastwood et al. (2009). One important framework which connects the two mentioned concepts is 

developed by Weill & Ross (2004). This framework illustrates the connection between corporate 

governance and IT governance for the key assets of the company. The corporate management team 

are in charge for communicating and distributing information about changes and new strategies. 

There are many other ways to stimulate the right behavior and this can be done through incentives 

for desired behavior. What Weill & Ross (2004) see as a strategy can be compared to answers for 

questions which customers, both internal and external, have. These answers and questions are 

important to the core business and how the company should position itself. What is vital is what the 

company wants of the desired behavior of employees and customers. This is important because it is 

the foundation of good governance of key assets. (Weill & Ross 2004) 

The framework, see Figure 4, display six key assets important to the company and which are the core 

assets for a company’s value creation.  

Employees: People, skills, carreers, competence and education 

Financial assets: Money, investments, loans and insurances 

Physical assets: Facilities, maintenance and security 

Intangible assets: Brand, patent and service 

IT assets: Data, information, customer insight and knowledge, informationssystems 

Relations: Customer relations, supplier and vendor management 
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Figure 4 Connections between ITG and Corporate Governance (Weill & Ross 2004) 

The key assets mentioned need specific mechanisms to be controlled and this can ensure better 

performance on different levels within the organization. IT assets are e.g. being controlled with a 

specific and separate mechanism and this could be ITG.  

3.1.1 IT governance  

IT governance (ITG) means that there is structure, guidelines, recommendations and rules for the 

part in an organization concerning and handling IT. It is important to ensure and confirm the 

connection between the core activity and the part handling IT (Boyd et al. n.d.).  

The corporate management has the responsibility that the guidelines and recommendations are 

observed and well anchored amongst the employees. The anchoring must be performed vertically 

within the organization, both within the core activity and the IT activity. Therefore it is important that 

these guidelines are not defined from within the IT activity itself but from the corporate 

management, otherwise it is most likely that they will not be adopted throughout the whole 

organization. For the governance to be functional and able to be implemented, the need for 

structure is essential. The structure can be in the form of defined processes and routines for roles. 

This is what defines the framework for ITG (ISACA, 2012; Weill & Ross 2004).  

The purpose of ITG can be discussed depending on the specific organization and should be specified 

in detail concerning the relevant organization when speaking of implementing a framework such as 

ITG. The main purposes of ITG are to ensure that IT is handled in a strategic manner and that the 

strategies and goals concerning IT are coherent with the overall structure, visions and goals (Boyd et 

al. n.d.). First of all, what ITG is supposed to accomplish is to increase the value delivered to 

customers and that the benefits are realized and performed when working with IT related 

investments. Second of all, ITG should help to visualize and assist management to use resources in an 
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optimal manner and that follow ups are done against the defined goals, that the activities related to 

IT are clear and that a leadership is maintaining all activities mentioned above.       

To have a clear picture of what IT governance really is, quotes describing the meaning of the IT 

governance is in place: 

“IT governance is the responsibility of the Board of Directors and executive management. It is an 

integral part of enterprise governance and consists of the leadership and organizational structures 

and processes to ensure that the organization sustains and extends its strategy and objectives.” 

(Johnson & Simonsson 2006)   

“IT governance is the organizational capacity exercised by the board, executive management and IT 

management to control the formulation and implementation of IT strategy and in this way ensure the 

fusion of business and IT.” (Johnson & Simonsson 2006) 

“IT governance: Specifying the decision rights and accountability framework to encourage desirable 

behavior in the use of IT.” (Johnson & Simonsson 2006) 

“IT governance is the selection and use of relationships such as strategic alliances or joint ventures to 

obtain key IT competencies. This is analogous to business governance, which involves make- vs.-buy 

choices in business strategy. Such choices cover a complex array of interfirm relationships, such as 

strategic alliances, joint ventures, marketing exchange, and technology licensing.” (Johnson & 

Simonsson 2006) 

3.1.2 IT governance framework 

There are several frameworks which manage governance and especially IT governance. There are e.g. 

CobiT and CMMI (ITGI, 2005; Carnegie Mellon, 2011), two of the frameworks which this thesis 

focuses upon. The frameworks are supposed to give the practitioner a best practice to use when 

trying to understand and implement for better structure and understanding. The benefits of using 

frameworks are that the use of frameworks can lead to reduced costs, better understanding of 

underlying problems, lower costs when using standards and best practices and an increase in 

productivity and knowledge (Grembergen, 2004). ITIL has theories about governance, especially 

when it comes to roles and mandates but also how measurements and governance should be 

handled (ITIL, 2008). 

The corporate governance and IT governance sets the standards and guidelines for the supplier and 

software asset manager.   

3.2 Supplier Management 

Many researchers have highlighted that strategic purchasing in improving performance and adding 

customer value have a significant impact on competitive advantages and overall performance 

(Sánchez & Rodríguez 2009; Kraljic 1983; Baier et al. 2008; Shin et al. 2000). However, Peter Kraljic 

(1983) was the first academic to introduce the strategic importance of aligning the purchasing 

strategy with the overall strategy. He suggests that a company’s supply strategy should be based on: 

1) Profit impact and  

2) Supply risk, i.e. the supply market complexity, see Figure 5. 
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 Based on these factors, Kraljic constructed a framework that differentiates four strategic 

approaches:  

 Form partnerships and cooperation for strategic items;  

 Assure supply continuity for bottleneck items;  

 Exploit power for leverage items and  

 Ensure efficient processing for non-critical items 

 

Figure 5 Product Purchasing Classification Matrix (Kraljic, 1983) 

When analyzing the supply risk and market complexity, one must consider the power relationship of 

buyers and suppliers, the rivalry within the industry, substitutes and entrance barriers (Cousins et al. 

2008, p.48). Caniels & Gelderman (2005) also states that the perceived power balance between 

buyer and supplier is strongly related to the level of supply risk. The profit impact deals with the 

value added by the product. Paretos 80/20 guideline claims that 20 % of the items purchased can be 

identified as strategically important, high-risk products and stand for 80 % of the added value 

(Cousins et al. 2008, p. 50). Academics have continued to develop this framework over the years, but 

the essence is the same and is still frequently used in the contemporary industry (Caniels & 

Gelderman, 2005). 

Shin et al. (2000) describes supply chain management as “an interpretive philosophy to manage the 

total flow of a distribution channel from the supplier to the ultimate user”. Therefore purchasing 

deserves management consideration and resources from both the buyer and the supplier (Sánchez-

Rodríguez, 2009). Heide & John (1990) describes that the relationship between buyer and supplier 

has been undergoing dramatic changes. Observers say that these types of relationships are more 

similar to alliances and partnerships between companies. The article by Shin et al. (2000) has focus 

on the dyadic supply relationship in the supply chain and therefore uses the term Supply 

Management Orientation (SMO). 
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The SMO has four characteristics and they are;  

(1) Long-term relationship with suppliers,  

(2) Supplier involvement in the product development process,  

(3) A reduced number of suppliers  

(4) ‘Quality focus’ meaning that quality performance is the number one priority in selecting 

suppliers. 

With long-term relationships, companies will gain benefits by placing a larger volume of business 

with fewer suppliers using long-term contracts (Kraljic, 1983). SMO aims to decrease production 

lead-time, get better delivery reliability, increased quality and reduced cost. Shin et al. (2000) states 

that when it is handled the right way, SMO improves both suppliers and buyer’s performance when 

the buyer focuses on quality and delivery as its competitive priorities.  

Baier et al. (2008) states that purchasing functions that act in accordance with the overall strategy 

support the competitive position and experience stronger financial performance. If the purchasing 

function is actively engaged in strategic affairs, the staff of the purchasing function can develop into 

strategic thinkers and understand the organization-wide results of their decisions (Baier et al. 2008). 

Similarly, Sánchez-Rodríguez (2009) identifies a strong correlation between increased financial 

performance and congruence in supply strategy. Furthermore he claims that the implementation of 

strategically-oriented supplier development activities allows buyer and supplier to synergistically 

combine exchange or invest in unique assets, knowledge and resources/capabilities that permit the 

realization of increasing performance. González-Benito (2007) claims that a purchasing function 

contributes to the business performance and that it depends on two aspects, i.e. both the purchasing 

efficacy and the purchasing strategic integration.  

Conclusively research in the area of supply strategy implies that congruence is absolutely necessary 

in order to get the purchasing function to contribute to the organizations performance. However, 

David et al. (2002) mentions that it is important to recognize the complexity of this problem and that 

firms who are pursuing cost leadership with a centralized purchasing management design are more 

likely to achieve higher purchasing efficiency. Dubois & Pedersen (2002) argues that analyzing 

products with regard to models such as Kraljic’s matrix is both a theoretical and a managerial 

problem. The impact of relationships is always related to other connected relationships and thus an 

analysis in two dimensions is not enough. Dubois & Pedersen (2002) also claim that firms that 

recognize the more complex network structures they are working in can be able to identify and 

capture network potential and thus increase the purchasing functions contribution to the 

organizations performance. 

The most vital task a supplier manager has is to coordinate and lead the sourcing strategy in 

coherence with the IT and business strategy (Cohen & Young 2006). The success of IT departments is 

dependent of the ongoing management of supplier relations (McBride, 2009). Heckman (1999) 

suggests that to maximize the business value of sourced IT products and services, an effective 

supplier management strategy has become a critical component of the information management 

function. Indicators of maturity also include the description and implementation of specialized, 

creation of formal job description and documented standards and procedures (Heckman, 1999). 

(Virolainen, 1997) means that a procurement strategy can be seen as the path which of decisions 
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related to the acquiring of services to support the operations activities are consistent with the overall 

competitive strategy of the company. 

3.2.1 Sourcing Strategy 

Multisourcing is a new operating model including new approaches to sourcing strategy, sourcing 

governance, service measurement and service provider selection and sourcing management (Cohen 

& Young, 2006). To be able to achieve growth and agility it is important to have a mixture of both 

internal and external service providers. Cohen and Young (2006) believes that to be able to 

implement and use multisourcing it is evident to have a clear and planned sourcing strategy, good 

relationships with suppliers, good multisourcing governance and measurements of progress that 

actually matter. An important area where purchasing can play a significant role is the selection, 

motivation and evaluation of suppliers (Pearson & Gritzmacher 1990). This will have an impact on the 

firm and the purchasing strategy due to the effect it has on the selection of suppliers, the quality and 

uniqueness of their product and price. 

“A significant percentage of the final quality of a product is determined in the early design stages” 

(Person & Gritzmacher 1990)    

When speaking of measurement it is not only the quantitative aspects but also the value aspect. 

Nickson (2007) means that one must compare and decide upon what to compare and measure. An 

example of different aspects is presented in Table 1. 

Table 1 Qualitative and Quantitative elements of an evaluation (Nickson, 2007) 

Qualitative Quantitative 

Track record Price 

Existing supplier (good or bad) Lifecycle cost 

References Support cost, training costs 

Credibility Easy to deal with Flexibility 
Performance (e.g. resolution, number of users 
supported, disk capacity, central processor unit (CPU) 
performance, memory capacity etc.) 

  Delivery time or schedule 

  Warranty 

  Financial security and guarantees 

  

In many ways, sourcing or IT procurement is like a project when it comes to deciding upon a supplier 

and negotiation of an agreement. If the responsible buyer/customer is well informed in project 

management then the demand will be handled according to the business units’ project model 

(Nickson, 2007). 
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3.3 Project Management 

Project management is the discipline of planning, organizing, securing, and managing resources to 

achieve specific goals (Tonnquist, 2007). To instigate, a project has become a common way to 

perform specific activities for organizations and groups. Projects can often involve working with 

several different co-projects simultaneously. One difficulty in working with multiple projects is to 

obtain and maintain a good overview; one reason for this is that projects often are heterogeneous, 

with dissimilar elements or parts (Bert De Reyck et al. 2005). However, one way to manage this 

complexity is by gathering all projects into one project portfolio. And the way you handle your 

portfolio, is what project managers and project management organizations call Project Portfolio 

Management (PPM). The essential objective of PPM is to establish the optimal mix and sequencing of 

proposed projects to best accomplish the organizations or project instigators overall goals (Bert de 

Reyck et al. 2005). 

Even when companies follow the rules of the game in regard to PPM, they might often experience 

problems such as delays in side projects, eventual stress derived from people not being able to keep 

to deadlines, lack of human or material resources. According to Blichfeeldt and Eskerod (2007) this is 

often due to the fact that PPM only covers a subset of on-going projects. Companies very often have 

unofficial projects that take up resources that are initially dedicated to a specific project in the form 

of PPM. Blichfeeldt and Eskerod (2007) also point out the importance of having PPM to embrace all 

projects and in so doing, getting much more done effectively and on time. 

The software asset management can be seen as a project itself concerning several roles being active 

with each other. The following section will present SAM.  

3.4 Software Asset Management 

Software asset management has increasingly become crucial for companies to understand and 

research (Gull & Wehrman 2009). In recent years this management approach has no fundamental 

theory as background, but relies more on the best practice of organizations and practitioners. 

Therefore the demand for research and more case studies to lay ground for theory has become more 

important (Brill et al. 2008).  

Software assets are the assets included in an organization and are vital for the business to maintain 

availability and deliverance, but they are often not noticed. The software infrastructure is existent to 

support the business processes but is often not aligned with the business processes (Klint & Verhoef 

2001). Why are these two vital components not aligned? Some say it is because of consolidation, lack 

of value creation and knowledge (Klint & Verhoef 2001). When speaking of knowledge and adaption 

of value creation, we often mean tacit and explicit knowledge (Sanchez, 2000). The knowledge that 

licenses are distributed through need standardized and well established processes which are 

important to share with the organization and affected departments. The division between explicit 

and tacit knowledge is very much dependent on the maturity of the organization (Klint & Verhoef 

2001). Knowledge about software can be distributed through various channels within the 

organization and it is important to understand and define what should be communicated and how it 

should be followed.  
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By understanding software assets and the value they create, one can minimize and reduce costs 

while optimizing and increasing quality and flexibility. The expenditure on software increased in 2009 

despite the financial crisis with an average of 3.8 percent in reductions of IT-budgets (Gull & 

Wehrman 2009). Indications show that an optimization and a decrease in costs are necessary for 

maintaining a stable and not excessive IT-budget. The usage of more standard software for 

applications and services is increasing in comparison to more individual solutions which are more 

cost sensitive and time consuming.  

The software asset management (SAM) which rotates over the whole life cycle of the software used 

in the business, is becoming more important both from legal and financial perspectives (Brill et al. 

2008).   

Software is bought with several different kinds of license agreements and underpinning contracts. 

What different kind of agreements and license models are there? This is presented in the following 

section.  

3.4.1 Software License agreements 

What is an IT service? It is a software functionality which is defined and specified according to 

architectural and process requirements. Then it is decided upon if the software should be developed 

or sourced from the market (Gull, 2011). Software licenses are different from only buying the 

software; it is a matter of licenses and contracts. The difference is that the license will only be 

available to be used as a copy of the software for a specified period of time according to the contract, 

i.e. that the contract gives the right to exercise and rent the license in the future. There are a few 

different license types and which are classified depending on the usage period of the license. Zhang 

& Seidmann (2009) mean that the most common are the open-ended licenses (perpetual), the 

temporary licenses (subscription) and usage-based licenses (on-demand). It is clear that an 

organization is obligated to find a mixed portfolio of different licenses as demand changes and 

budgets are planned differently (Järvinen et al. 2007).  

According to Järvinen et al. (2007) vendors offers two types of licenses; fixed licenses and floating 

licenses. The first is defined by enabling software to be used only at dedicated workstations, which 

restricts the users. One might decide if a license should be bought for each user or reserve the 

workstation for the use of this bought package/license. Clearly there are drawbacks of these two 

options and being the first one there are little or no incentives at all to make such decision due to 

high prices (Järvinen et al 2007). The latter option being a reservation is impractical because of the 

lack of user’s flexibility if thought of. This type of license package is most often appropriate for a 

specific task or for the organizations more professional personnel. (Järvinen et al. 2007)   

The floating license agreements are set up to allow a maximum number of active simultaneous users 

for the bought software. The upside of such agreement is when a large number of users are in need 

of the software or system but where the system itself is not critical to the work and the users are not 

dependent of it or its availability, due to distributed and short usage periods. These licenses are 

usually found within server environments and are used to monitor the number of users. The 

downside with these licenses is the price, which is higher than fixed licenses, it is vital because of 

financial terms to know the amount of active users to be able to order the right amount of license for 

maintaining the minimal service level. (Järvinen et al. 2007) 
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In Table 2 a typical diversifications on the organizations different types of licenses can be seen. They 

are categorized according to different factors such as processors, users and cores. These different 

license types can change over time and it is essential to have control over that and to know what to 

change, to which price and how many licenses to turnover.   

Table 2 Overview of license types (Gull & Wehrman 2009) 

License 
type 

Description Product example 

Single user 
license (EL) 

EL allows for the use of application by exactly one employee at any system 
or by any employee or application at exactly one system 

MS Office, ABBYY Finereader, 
Adobe Acrobat, Autodesk, 
AutoCAD, Windows Server, 
MS Exchange 

Network 
license (NL) 

NL, also known as concurrent or floating licenses, allows the use of the 
application by any user at any workplace. The allowed number of 
simultaneous requests is limited by the number of NL. Usually, centralized 
license management systems monitor the compliance by blocking or 
queuing additional requests.  

ABBYY Finereader, Adobe 
Acrobat, Autodesk, AutoCAD 

On-demand 
license (DL) 

In the case of this license type, charging is done dynamically depending on 
the consumed clearing units (per use), such as the number of accesses, 
the access duration or the basic value used (per value), such as the taxable 
income for a web-based tax application 

Adobe Acrobat, Skype, WebEx 
Meeting Center 

Processor 
license  

Processor licenses allow for the software use (mostly server systems) by 
any number of users or applications on a certain number of processors 
(per processor) or processor cores (per core). Several manufacturers 
however demand a use-independent licensing system for all available 
processors or processor core.   

Oracle – Database, IBM DB2, 
Lotus Domino Enterprise, 
Microsoft Exchange/SQL 
Server 

Server 
license 

The application may be conducted simultaneously on a server system by a 
certain number users. Therefore, server licenses are comparable with 
network licenses. 

Citrix XenApp, Novell Small 
Business Suite, IBM Informix 
Server 

OEM license An OEM license (Original Equipment Manufacturer) is firmly connected to 
hardware or a software component and may only be purchased, used and 
resold together with this component. 

Microsoft Windows OS, 
Symantec Antivirus, Nero, 
WinDVD 

Open 
License 

A free software license is a software license which grants recipients 
extensive rights to modify and redistribute, which would otherwise be 
prohibited by copyright law. To qualify as a free software license, the 
license must grant the rights described in The Free Software Definition or 
one of the similar definitions based on this.  

Open Office, GNU  

What is it that defines these licenses and how do a company position among them? There are some 

factors affecting how a license should be categorized and create a demand around licenses. One of 

the factors is intensity of use (Gull & Wehrman 2009).  

Intensity of use 

When it comes to demand and usage of licenses as they are related to a new product, a customer is 

completely going to be relying on the manufacturer’s predictions, surveys, user data and other 

analysis of the data. The analysis conducted at a company studies the behavior of a user, the activity 

of a person using the application and the duration of a used application. This will determine if a 

company should choose a differentiated portfolio or a static license portfolio, i.e. having a solid and 

non-dynamic base of licenses (Gull & Wehrman 2009). What can be of importance to organizations is 

to study the intensity and by that it is meant the license load under a specific interval, time duration. 

 

The measurement model Erlang can give an estimation of the load profile during a time unit (ITU-D, 

2005).  
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The unit is in Erlang (E) and corresponds to the use of software license if all the requests are done 

without interruption and in sequential order. If all requests cannot be answered immediately then it 

means that there are not enough licenses for the requested software application. If software is not 

available then the quality of this service will decrease and this means one has to look at the quality of 

service.  

 

How can companies control the use of licenses within several departments in different countries 

around the globe? There are different frameworks concerning ITG but management of the IT assets is 

done in a different manner. A specific role within the organization should be responsible for handling 

licenses, i.e. SAM. (Brill et al. 2008) 

 

What is SAM used for?    

Having different forms of licenses and contracts with suppliers require a larger understanding of how 

agreements made with suppliers are set up. The vital functions of software asset management (SAM) 

are to reduce costs, limit risks related to the ownership and usage of software and increase IT- and 

end-user efficiencies (Eastwood et al. 2009). Having a close connection to the ITIL framework, (See 

Figure 9 ITIL Lifecycle v3), answers regarding different approaches and proceedings are clarified. This 

is done throughout the life cycle of the affected processes.  

 

Many processes are affected by and dependent of the implementation of the SAM process, and they 

are; release and deployment, configuration and change management. (ITIL, 2008) The processes can 

be affected in a way which can increase the costs of dependent processes when e.g. releasing or 

deploying new software without routines or guidelines. 

 

Main goals of SAM (Eastwood et al. 2009) 

 Better insight into software usage and value 

 Reduced over- or underlicensing of software 

 More efficient software maintenance  

 Better buying decisions and negotiating power 

 Improved system security, data intergration and data security 

 Lower costs and greater efficiancy 

Main benefits of SAM (Eastwood et al. 2009) 

 Better deployment: the right software in the right place 

 Greater software efficiency and effectiveness 

 Less chance of over- or under-licensing deployment 

 Stronger negotiating stance 

 More robust risk management and governance practice 

 Better scenario planning and business continuity 

 Greater agility in IT 

 Greater optimization of IT spend 
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SWOT analysis 

SWOT analysis is a model; see Figure 6, used to analyze the current stage of the strategic planning 

process and to identify strengths, weaknesses, opportunities and threats (SWOT) (Houben et al. 

1999; Roth & Washburn 1999). This is done before proceeding to the formulation of a process, 

strategy and future plan. The SWOT analysis emphasizes Key Performance Indicators (KPIs)2 amongst 

others and is a technique of strategic analysis used by firms in empirical surveys and pre-project 

analysis (Tonnquist, 2007). When the factors mentioned are identified and analyzed, conclusions can 

be made. They will e.g. lay ground for finding gaps between an external opportunity and an internal 

strength which cannot be used and matches between opportunities and strengths which can be used 

and are beneficial for the organization/project (Tonnquist, 2007).        

  

Many companies are conducting a SWOT analysis as part of the strategic planning process to identify 

the strengths, weaknesses, opportunities and threats before proceeding to the formulation of a 

strategy (Houben et al. 1999; Roth and Washburn 1999). SWOT analysis, the analysis of ‘key’ or 

‘critical’ success factors, belongs to the highest ranked set of techniques of strategic analysis used by 

firms in empirical surveys (Glaister & Falshaw 1999). 

 

 
Figure 6 Example SWOT analysis (Schultz, 2012) 

  

                                                           

2
 KPI = Key Performance Indicators are quantifiable measurements, agreed to beforehand, that reflect the critical success 

factors of an organization. They will differ depending on the organization. ( F. John Reh) 

http://www.sciencedirect.com.focus.lib.kth.se/science/article/pii/S0263237302000956#BIB10
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4 Skanska AB 
This chapter summarizes the empirical findings at Skanska ITN. Furthermore, the chapter aims to 

describe the current situation at Skanska ITN and the tools and frameworks used in order to suggest 

an appropriate recommendation to the existing problems. The chapter begins with a description of 

Skanska ITN and moves on to describe the various types of frameworks and tools currently being 

used.   

 

The theoretical findings in the previous chapter imply a need for tools and frameworks in order to 

better handle software asset management and supplier management. It is also important to engage 

the personnel in order to create routines and processes which are followed and adapted by the 

employees. Therefore research has been made in order to engage the employees in seeking the 

knowledge they need. Skanska’s global Group Staff Unit (GSU) IT has developed a process around a 

SAM tool but how do they engage the other business unit’s IT clusters around the globe to use this 

tool too? 

4.1 Skanska IT Nordic 

Skanska AB is an international leader within the market of project development and construction-

related services, developing offices, homes and infrastructure projects such as schools and roads. 

They operate in nine market segments, with 52,000 employees, where Sweden is one of them 

(Annual Report, 2011). The turnover for 2011 was 115 billion KR (Annual Report, 2011). Skanska AB 

operates in more than 15 countries globally and there is a noticeable growth within the coming 

years, especially in the US market. There are four economic areas which Skanska operates within and 

they are; building activity, residence development (RD), commercial development (CD) and 

infrastructure development (ID).   

   

Within Skanska AB there is an internal IT unit which is called Skanska ITN. The business unit Skanska 

ITN supports Skanska’s Nordic business units and 12,000 end users with effective IT-Solutions and 

has nearly 200 employee’s with members in Sweden, Norway, Finland, Estonia and Denmark. They 

develop and administer applications and are responsible for infrastructure and operations for 12 

business units (Bool, 2011). In some selected areas they also deliver global services. The vital work 

tasks and goals of Skanska ITN are to;  

(1) Act in the role of an internal, fully integrated, IT function co-owning business success and 

interacting with business unit colleagues at all levels  

(2) Augment the business unit IT function to support business success and interacting with business 

unit colleagues mainly through IT Manager and IT Boards  

(3) Actively contribute to plan, build and run the global IT services governed by Skanska Group Staff 

Unit (GSU IT), in their own capacity or in cooperation with other IT units.  

Figure 7 shows an organizational chart of Skanska ITNs organization and how the IT units are 

connected. Skanska ITN is divided into four departments which all include several business units. The 

department where this thesis is written and developed is under the Demand and Service 

Management (DSM) and within the Service Management Office (SMO). All these departments and 
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business units interact with each other when needed, and all of them use software in their daily 

business, some more than others.  

 

Figure 7 Skanska ITN organizational chart (Skanska ITN, 2012) 

As can be seen in Figure 8, this is how Skanska ITN has worked and will work with implementing and 

becoming a full grown organization with standards and routines (Skanska, 2012). They started out by 

implementing the infrastructure and operations consolidation before having a common governance 

framework (Hagman, 2012; Nordström, 2005). Clearly there are visible disadvantages of that 

decision, but the reason was about lack of time. The business units had to be up and running and 

fully operational and the governance framework, the foundation of the Skanska ITN strategy could be 

implemented later on. The job of actually conducting the implementation is taking place as this thesis 

is written, spring 2012, and the continual improvement is an essential part of the strategy.     

 

Figure 8 Skanska ITN strategy (Skanska ITN, 2012) 
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4.2 Frameworks and tools 
The following sections will describe the tools and frameworks in use at Skanska ITN but also those 

that can be used in the future. They will be explained and later on connected to relevant areas of 

literature and key considerations. 

4.2.1  PM3  

PM3 stands for “På Maintenance Management Model” (PÅ AB, 2012). The concept was released in 

2006 and includes model description, tools and methods. The concept itself is based upon theory and 

best practice and is today considered as an industry standard. The PM3 model is used to manage and 

administer organizations and systems, and in the case of Skanska ITN it comes to manage IT related 

services and products. This framework is used parallel to another framework called Information 

Technology Infrastructure Library (ITIL). The PM3 model is still under implementation and there is 

still work to be done when it comes to defining processes and developing roles and responsibilities at 

Skanska ITN. This is part of the governance framework which Skanska ITN is trying to implement, see 

appendix F.  The difference between PM3 and ITIL is that PM3 is a model whilst ITIL is a best practice.  

When speaking of maintenance in PM3, it actually means to continuously support, uphold, evolve 

and make the maintenance object accessible in order to deliver value to businesses. This involves the 

simultaneous presence of stability and change. The coexistence of those two factors puts high 

demands on how maintenance is organized within IT objects and services (Nordström, 2005).    

4.2.2 Skanska Maintenance and management model (SM3) 

The chart presented which can be seen in appendix F, shows some of the different stages and 

processes Skanska ITN uses when it comes to handling several and relevant processes connected to 

IT services and products. These processes are built upon the best practice view of ITIL (Rudd, 2009). 

In the same appendix E, the dotted quadrants are being developed and will be implemented and 

integrated with the other processes of service strategy and continual service improvement. 

Throughout the whole chart there is a framework, called SM3, and is a good practice developed by a 

best practice mentioned earlier, PM3 (PÅ AB, 2012) . SM3 is Skanska Maintenance Management 

Model and is established and used within Skanska ITN since 2 years. It consists of a sub-set of the 

PM3 model, where only the IT governance model components are used. SM3 is also extending on 

PM3, to include several other components. 

The maintenance model at Skanska ITN is dividing and creating a clear distinction of the activities 

within the organization.  

4.2.3 ITIL 

To be able to establish IT Service Management (ITSM) organizations chooses frameworks and models 

to establish processes (Haverblad, 2007). One of the most common frameworks which are used 

globally but also locally at Skanska ITN is the widely used Information Technology Infrastructure 

Library (ITIL), which defines processes and activities enabling and contributing to a well-functioning 

ITSM. (ITIL, 2008)  

ITIL is defined upon best practice from the British Office of Government Commerce (OGC) and is 

based on real life and practical cases and situations. The content of ITIL is e.g. concepts and 

techniques for managing IT infrastructure, design and administration of IT services. The ITIL 

framework is large and complex and it usually takes a great effort and time to implement this model, 
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which results in a step-by-step implementation. The most common processes within ITIL which are 

implemented during the first phase are problem, incident and change management. (ITIL, 2011)  

In the case of Skanska ITN, ITIL has been one of the cornerstones when implementing several IT 

services and processes. Many of the steps and processes ITIL speaks of have been implemented with 

the exception of just a few such as change management.  

The phases which ITIL uses are visualized in Figure 9. It is a cyclical journey when speaking of all the 

processes. The cycle is divided into five phases which are;  

 Service Strategy,  

 Service Design,  

 Service Transition,  

 Service Operation and  

 Continual Service Improvements  

The core of the cycle is Service Strategy and three of the phases are built and developed from the 

core and Continual Service Improvement is supposed to continually develop and nourish the four 

inner stages. The important parts mentioned earlier; problem- incident- and change management 

can be found within the Service Operation stage.    

 

Figure 9 ITIL Lifecycle v3 (ITIL, 2011) 

 

Service Strategy 

This is the stage which is the core phase of the ITIL processes. Within this stage an organization can 

create an overall strategy for IT services and management of them. The main focus of this stage is to 

make the customer, in this case Skanska ITN, to focus on WHY before HOW when it comes to 

undertaking work related to IT services and processes.  The area also includes development of 

internal and external processes such as a service catalogue (CMDB), management of service assets, 

implementation of strategies and risk management (ITIL, 2008). 
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Service Design 

This phase handles the design and development of services and related processes but also policies 

and documentation. This is a phase Skanska ITN still is trying to implement and there is more to do 

when it comes to documentation and templates and routines connected to IT processes. 

   

Service Transition  

The phase of Service transition is built upon the design package which is done in the previous stage, 

Service Design. The phase mainly concerns and tackles how to develop and improve delivery of new 

and changed services to live implementation. Main focus lies in how to enable a release and 

deployment and to ensure that services are in accordance to the safety regulations the company has 

set up. One important aspect of this phase is to ensure that the Service Level Agreements (SLA) are 

met and this is how it is done at Skanska ITN at the moment.   

   

Service Operations 

The purpose of this phase is to deliver agreed levels of service to customers and users, and also to 

manage the applications, technology and infrastructure that support the delivery of services. It is 

important to emphasize that this is the phase where value is delivered to the business, and only 

within this phase.  

 

The three most common processes are also a part of this phase and they are;  

 

(1) Incident management; which manages the lifecycle of incidents occurring within a service. Main 

focus of this process is to restore IT services to agreed level of operations. At Skanska ITN it is the 

service desk which receives and solves or escalates the incidents.  

 

(2) Problem management is the second process which has prevention of incidents as main focus and 

to minimize damage of occurred incidents. Incident management can be seen as a quick solution to a 

problem while problem management is a more long-term solution which actually tries to solve a 

reoccurring problem.  

 

(3) The third of the processes is called change management and relates to changes occurring to IT 

services. The main focus lies on minimizing the interruptions of the services. This process is one of 

the most recent processes going to be implemented not later than 2012 (Anna Lindberg, 2012). 

 

Continual Service Improvements   

The last phase which is responsible of developing the other phases is a cyclical and vital part of ITIL. 

The development is done by adjusting and adapting IT services to the changed needs and 

requirements which are set by the operation. The cycle is based on the cycle of Deming (plan-do-

check-act)3 and a practical example is to identify and analyze problems, propose a solution, evaluate 

and revise and finally implement the proposed solution (Jansson, 2004).  

                                                           

3
 PDCA is a way to reduce reliance on Murphy’s Law, and move from a reactive problem fixing model to a proactive one. 

(Karn G. Bulsuk) http://www.bulsuk.com/2009/02/taking-first-step-with-pdca.html#axzz1vbHapANc 



29 
 

4.2.4 CobiT 

CobiT is an IT governance (ITG) framework and toolset that supports and allows managers to bridge 

and decrease the gap between control requirements, technical issues and business risks. The 

framework itself helps to enable a clear policy development and the organizations can use a good 

practice approach when implementing throughout the organization. The first version of this 

framework was developed and launched during the mid-90 by the IT governance Institute (ITGI), an 

American research institute. As of this writing, spring 2012, the current version of CobiT is 4.1. A new 

version 5.0 is on the scrutiny but will be fully integrated with 4.1. This version has not been handled 

or investigated any further, rather version 4.1 is the one focused upon. (ISACA, 2012) 

What can be seen with CobiT is that it has a close focus on the business activities and this is noticed 

because of the close relations when trying to connect IT strategy and business strategy. Another 

special indicator of CobiT is that it focuses on what the organization should think of, what it should 

measure and what it should document (ISACA, 2012). What can be seen is what should be done and 

not how it should be done. 

How does CobiT support IT governance? There are some domains to assure that ITG is secured, 

(see Figure 10):  

 Plan and Organize 

 Acquire and Implement 

 Deliver and Support 

 Monitor and Evaluate 

According to CobiT, IT is supposed to be linked and used within several units and activities.  

 At Skanska ITN, IT is linked to the business activities. The core business of Skanska ITN is to 

provide and support Skanska AB in various activities when it comes to IT. (Skanska, 2012)  

 

 IT is used to maximize business advantages. Skanska ITN delivers and maintains IT related 

services and products in order to facilitate the daily work of the customer, e.g. Skanska AB. 

 

 IT resources are used with responsibility. The resources are used in a manner which can be 

controlled and measured, but this is not done within all activities, due to low maturity of 

those processes. Some processes have more maturity than others, e.g. the SAM process 

which is more or less non-existent has no resources which can be used.   

 

 IT related risks are managed correctly in accordance to risk management; this is done 

through and based upon the PPS model (Tieto, 2011). For verification, PM3 is used to 

measure whereas maintenance is used as a follow up.  
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The structure and connections of the CobiT is organized as follows: 

 

Figure 10 CobiT Model (ISACA, 2012) 

The framework is divided into four domains (see Figure 10), which are divided into 34 processes. For 

each of the processes there are specific activities, documents, numerical values and separations of 

roles and responsibilities. The main focus of the domains is to aid the practitioner for understanding 

the purpose of the process in concern. To be able to understand how measurement is done within 

the organization a background section of each of the processes is within the investigation. The 

processes have a numerical value and are measured according to the level of maturity and this value 

is between 0-5 (where 0 is non-existent and 5 is optimized). These values can be used when e.g. 

measuring the level of maturity of what a specific process currently has, what level the process 

should be at, which level is considered best practice when comparing to similar environments and 

also benchmarked levels of maturity to the same or similar process.     

In Figure 11 one can see that the activities are closely connected with the roles and responsibilities of 

the activity in question. The activities are of great focus and importance to the framework, partly 

because they are connected to the roles but also because they explain what to do and when to do it 

when it comes to each process. They can be compared to a more simplified version of the overall 

goals and guidelines (CobiT PowerPoint, c.2009).  

Documentation 

CobiT has given guidelines for how to connect and use the activities with documentation and 

processes. The processes themselves are supposed to generate documentation for future usage by 

other processes as input. The documents and the process of generating the documents are used in a 

circular manner and therefore they cannot be stored in a chronological order. The purpose of the 

documentation processes is that they should be used as inputs so that other processes can take after 

from the last updated version and generate the right document in a coherent manner (CobiT 

PowerPoint, c.2009). 
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Roles and responsibilities 

RACI matrix, see Figure 11, defines who is responsible (R), Accountable (A), Consulted (C) and 

Informed (I). (CobiT PowerPoint c.2009) By logic this is connected to the activities and shows who is 

e.g. responsible for a specific activity.  

Responsible: The person that is responsible for the problem and owns the project. They should 

perform the task.   

Accountable: Only one person can be accountable for an activity and this person is furthermost the 

one that should approve, guide and authorize a task / activity. This person is solely responsible if that 

task is not performed. 

Consulted: Two-way communication: is about contacting an important person and consulting them 

before starting an activity or project.  

Informed: One-way communication: is about contacting a person after an activity has been 

performed. 

Communication within groups often focuses on the decision making of the group itself. Dainty et al. 

(2006) claims that research and studies are lacking within the area and there is an absence of a solid 

ground of references. It has been deficient in the way that there are not clear evidence on how 

communication can affect successful and unsuccessful decision makings. The RACI model described 

by Shirley et al. (2006) shows the importance of effective management of responsibilities for 

ensuring coordination of the large amount of activities within a project. This is important for 

guaranteeing that conflicts are handled correct, documents are stored, problems identified and 

involvements within the projects are observed by all affected member. 

A RACI matrix can be used if having large projects or if important activities and functions should be 

more visualized and better defined. This clarifies the communication channels within the 

organization.  

 

Figure 11 RACI matrix with activities and roles (CobiT PowerPoint, 2009) 
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Numerical values and measurements 

As with other frameworks and tools there are measurements to be done to the processes found. 

CobiT focuses on measuring some of the processes working towards the operations goals. These 

measurements are Key Performance Indicators (KPI) and Process Key Goal Indicator and IT Key Goal 

Indicators (KGI). In Figure 12 it is shown how the metrics can be connected to goals and performance.  

 

 

Figure 12 Processes, Goals & Metrics (CobiT PowerPoint 2009) 

Skanska ITN has chosen not to use the CobiT framework due to the use of another framework called 

CMMI. This framework will be presented in the following section for giving the reader an insight in 

how analysis of processes within Skanska ITN was made.  

4.2.5 CMMI  

Capability Maturity Model Integration (CMMI) is a model used to identify, develop and strengthen 

weaknesses and turn them into strengths within the organization and affected departments (CMMI 

v1.3, 2012), see appendix E. There are five stages which this framework is built upon and the 

framework relevant for this thesis is the one concentrating on CMMI for services (CMMI-SVC). The 

CMMI-SVC consists of 24 different process areas, where 16 of them are core process areas, 1 is a 

shared process area and 7 are service-specific process areas.4   

The CMMI-SVC model focuses on the activities a service provider works with. The process areas 

which focus lies on are: capacity and availability management, service continuity, service delivery, 

                                                           

4
 A core process area is a process area that is common to all CMMI models. A shared process area is shared by 

at least two CMMI models, but not all of them. 
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incident resolution and prevention, service transition, service system development, and strategic 

service management processes. A maturity analysis, see Table 3 at Skanska ITN has been conducted 

by Johan Henrysson in the spring of 2012 (Johan Henrysson, 2012). 

Table 3 Maturity Analysis (Skanska ITN, 2012) 

 Capability (0-3) Maturity (1-5) 

Service Catalog Management 

CCMI = STRATEGIC SERVICE MANAGEMENT? 

1 1 

Service Level Management (incl. related Measurement & Reporting) 

CMMI = QUANTITATIVE WORK MANAGEMENT + MEASUREMENT AND ANALYSIS 

3 3 

Supplier Management 

CCMI = SUPPLIER AGREEMENT MANAGEMENT 

3 2 

 
Skanska ITN will not be able to reach capability level 3 if they do not have a complete management 
system. (Anders Hagman, 2012) Instructions of how to arrange and adapt to processes must be 
available and the employees of Skanska ITN need to be aware of the changes done. One important 
aspect is that Skanska ITN are aware and agreed upon what a defined process states; e.g. purpose, 
inputs, entry criteria, activities, roles, measurement, verification steps, outputs and exit criteria 
(Anders Hagman, 2012).  
 
These steps are not defined in the current format of how Skanska ITN works with processes. ITIL is 
used as a foundation and platform when creating and defining processes, but this best practice is 
not well compatible with CMMI. (Carnegie Mellon, 2011)  

4.3 Supplier management 

Supplier management is well established within Skanska AB and Nordic Procurement Unit (NPU), but 

it does not mean that this role or process is developed and established within other business units, 

such as ITN.  

Supplier management at Skanska ITN is currently under construction and is being developed and 

implemented. The person responsible for this to be implemented is Bengt-Arne Dagnell and he has 

been working together with stakeholders in GSU IT, NPU and ITN (Bengt-Arne Dagnell, 2012). The 

processes and the definition of this role, supplier manager did not exist until Bengt-Arne initiated the 

work. He has defined and studied the current process of the role, which was non-existing and begun 

his work and prepared for a full commitment implementing the processes needed for the supplier 

manager role. 

Today there are processes and a role defined, but there is still work to be done. A person has been 

hired for the role and will be carrying out the work of Bengt-Arne with the defined processes.  

The major shortages in the purchasing of IT products and services concerning supplier management 

are foremost the lack of processes and the definition of the supplier manager role (see Figure 13). 
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This is being developed but has a long way left to go. This not being defined sets barriers and hinders 

the development of a software asset manager role and process.  

 

In turn it will lead to the main constraints and enablers for/when standardizing the supplier 

management role. What are they and how can they be dealt with? 

 

Figure 13 Current state of Supplier management (according to ITN Strategy 2011-2015) 

Figure 13 visualizes where Skanska ITN is at a current stage and the figure clearly shows that an 

operational roadmap is missing, coordination of supplier management is absent and that the license 

management process is uncontrolled and undefined (Skanska, 2012). The target state is to 

accomplish the obstacles that are in the way of reaching an optimized mix of in-house vs. outsourced 

products. The explanation of the differentiation of a mixed portfolio is about multisourcing (Cohen & 

Young, 2006). The stage of developing a supplier management process is well established in finding 

an alignment between supplier management and overall business strategies (Kraljic, 1983; Cohen & 

Young 2006). These, i.e. the connections between the strategies and supplier management, are goals 

to be implemented and aimed for in the year of 2012 (Anders Hagman, 2012).  

In Figure 14 it can be seen how category managers work with IT related products and services for 

Skanska ITN (Jonas Ahlström, 2012). According to Jonas, NPU would appreciate to be involved more 

closely and earlier on in the process when it comes to the activities of Skanska ITN consulting NPU for 

purchasing. Hullberg (2003) establishes the importance of being involved early in the purchasing 

activity.   
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supplier management 
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uncontrolled license 

management process 
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and minimize risk 

Current State Target State 

Tran
sitio

n
 Strategy 



35 
 

  

Specification of 
requirements

RFQ Negotation AgreementITN

4 Documents 3 Documents 2 
Documents

1 document
Review Matrix

30 % 15 %40 % 15 %

 

Figure 14 NPU process for sourcing (Jonas Ahlström) 

The flow chart describes how Skanska ITN first of all has a demand and makes a request to NPU. 

Skanska ITN sends an agreement, an internal agreement between business units. This part of the 

purchasing process takes about 40 percent of the overall process, and is a very important phase to 

understand if the strategic aims and the purchasing capabilities are going to have positive effects on 

the business activities (González-Benito, 2007). If doing this part right, the underlying demand and 

need for a specific IT service and product is well established (Jonas Ahlström, 2012). According to 

Ahlström (2012) it is also in this process NPU wants to be more involved, the earlier into a purchase 

the more NPU can contribute to the overall process.  

If the specification of requirements is approved then the request for Quotation (RFQ) is handled by 

NPU and the responsible category manager. They examine and investigate the market after 

negotiations and agreements in effort to find the optimal agreement when it comes to delivery, 

implementation, price and quality. Before entering into a negotiation, sometimes a review matrix is 

done and this can be done to put several suppliers against each other.  

If a supplier is decided upon then the negotiation with a chosen supplier is initiated and hopefully it 

will lead to a successful agreement. The goal is to minimize the lead time of the first phase in the 

purchase process, which is the specification of requirements. The requirements should be handled 

within Skanska ITN before proceeding to NPU. Most of the work effort should be done at Skanska ITN 

so that more time can be spent on RFQ, negotiations and agreements (Bengt-Arne Dagnell, 2012).  

One important aspect of the interaction between Skanska ITN and NPU is the lack of a common 

forum for ongoing, closed and future agreements. The absence of such forum makes it difficult to 

have transparency within and between the organizations and this can lead to different approaches, 

decisions and strategic goals (Boyd et al. n.d.). Cohen & Young (2006) means that to be able to 

implement and use e.g. the multisourcing model it is evident to have a clear and planned sourcing 

strategy, good relationships with suppliers, good multisourcing governance and measurements that 

actually matter. All these can be achieved with a common platform and tools which are well 

anchored and used both within and between the organizations (Dagnell & Ahlström, 2012).                       

4.4 Software asset management 

Skanska ITN handles licenses and software on several different levels, both locally and globally. There 

is a unit called Group Staff Unit (GSU) which works with global IT purchasing and agreements among 

other things. These global agreements are divided by product manufacturers, products and different 

roles where a Skanska account manager and global account manager are defined. This is done so the 
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employees and managers of Skanska AB easily will be able to buy licenses and know from whom they 

will seek information. The question is how often this internal webpage is actually used and if it is 

followed?   

The routines and regulations concerning licenses are described and they are divided into three 

sections; Skanska corporate group licenses, business unit specific and single/personal licenses.  

The SAM process is not clearly defined and developed within Skanska ITN. There is a SAM tool called 

FrontRange by Optimal2 (FrontRange, 2012) which is used globally at GSU IT but it has not yet been 

well anchored and/or distributed well in the organization of Skanska ITN. The global departments 

have taken part of this tool but there is no defined process around who should manage and control 

this tool. Indications show that unfinished and undeveloped routines, clear documentation and 

processes are one of the trigger factors to the lack of communication top-down and bottom-up (Klint 

& Verhoef 2001). 

Different roles and persons at Skanska ITN are using the global SAM tool but there is no defined role 

or a responsibility area for any given person. The current state at Skanska ITN of the SAM process is: 

Discovery Tool put in place by GSU IT, with the help of Skanska ITN 

1. Limited analysis of license footprint 

2. No defined policy (processes/model) for SAM 

3. Roles and responsibilities not defined 

4. Interaction model between Skanska ITN and other  

business units not defined 

What is currently desired is to work with 1 – 3 before working with 4 (Skanska, 2012). The four points 

that needs definition, initiation and implementation are supposed to be done before the end of 

2012. 

  

 The strategy is 
to develop 1-3 
before working 
with 4! 
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GSU IT is responsible for and is also the initiators of: 

 Proposing management objectives for SAM 

 Overseeing the development of the global SAM plan. There is also a need for “local” SAM 

plans. 

 Obtaining resources for implementing the approved SAM plan 

 Ensures that all local SAM owners discharge their responsibilities properly 

 
It is not said how the mentioned activities should be conducted or measured. This is one of the 

shortages in the sourcing and governance processes which need attention and a solution. 

Locally at each business unit and country, the local roles and responsibilities are as follows: 

 Obtain resources for implementing the SAM plan 

 Delivering results against the SAM plan 

 Adopting and implementing necessary policies, processes and procedures 

 Maintaining accurate records of software and related issues 

 Ensuring that management and technical approvals are required for procurement, 

deployment and control of software issues. 

 Managing contracts, supplier relationships and internal customer relationships 

 Identifying the need for and implementing improvements 

 
ITIL defines SAM as follows: 

“Software Asset Management is the task of managing software assets and contractual liabilities in 

order to maximize the value of new and existing software investments throughout their life cycles. 

It includes strategies that identify and eliminate unused or infrequently used software, consolidating 

software licenses or moving toward new licensing models.” (ITIL, 2012) 

FrontRange 

The SAM tool used at Skanska ITN and globally, initiated by GSU IT is FrontRange (Anna Lindberg, 

2012). The person responsible for initiating this tool and process is Ann Karblom and she worked for 

GSU IT (Anders Hagman, 2012). The purpose of the initiation was to keep track of global licenses. The 

three biggest global licenses concerns Microsoft, Adobe and Autodesk (Anna Lindberg, 2012). The 

person responsible for the SAM tool (FrontRange) is now Izabela Surmacz.   

This tool requires an agent5 to be installed on every device, personal computer (PC). As of today, 

April 2012 there are 26 000 active agents and they analyze every PC once a week. This analysis is 

then uploaded to the FrontRange system and is administered by a system administrator in Poland. 

SAM is a global initiative and one of the advantages is that it uses larger networks instead of Active 

Directories which is the case when it comes to Numara Footprints (Anna Lindberg, 2012). The SAM 

tool is only used on PC devices and not on servers, because of Skanska ITN policy when it comes to 

agents.  

                                                           

5
 An agent is a plug-in/software which is installed on each device to track and analyze usage.  
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FrontRange can also be used to calculate what an upgrade could cost, what kind of hardware a 

computer needs when upgrading and what the total cost of a unit would be. There is a license plug-in 

within the SAM tool, but this has not been implemented and brought up by anyone. There is nothing 

mentioned about using this and no documentation or processes are developed for this purpose. The 

decision of implementing this SAM tool was taken on a global level and not at Skanska ITN. (Anna 

Lindberg, 2012) 

FrontRange is ought to be used within the local organizations worldwide but this is not the case yet. 

Different unit’s uses tools other than FrontRange and this can cause problems when it comes to 

categorizing, dividing and inventorying licenses. The tools answers with different results which are 

non-consistent. As of now it is difficult to anchor the FrontRange tool and replace the other tools. 

(Bengt-Arne Dagnell, 2012)     

The main constraints and enablers for/when standardizing the software asset management (SAM) 

processes can be several and in this case based upon the definition of the supplier management role.  

In Figure 15 it can be seen how Skanska ITN with GSU IT and the global SAM tool are placed within an 

organizational chart. The figure shows a simple organizational chart of where GSU IT is located and 

that a SAM tool which is developed and sourced globally is being implemented locally at the IT 

branches of Skanska AB, i.e. Skanska ITN, Skanska UK and Skanska LA etc.. The main concern of this 

SAM tool is to know why and how this tool will be implemented and what the main benefits are. 

According to KPMG (2012) the main benefits of a software asset management tool are: 

 Better insight into software usage and value 

 Reduced over- or underlicensing of software 

 More efficient software maintenance  

 Better buying decisions and negotiating power 

 Improved system security, data intergration and data security 

 Lower costs and greater efficiancy 

 

There is no consistency in the usage of the SAM tool throughout Skanska’s business units, i.e. UK, LA, 

Nordic and other parts. There is no found documentation or guidelines on what, how and why to 

calculate and document licenses. (Surmacz & Dagnell 2012) 
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SAM
 

SAM
 

SAM
 

 

Figure 15 Organization chart showing SAM tool (Skanska ITN, 2012) 
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4.4.1 Software license agreements 

The software license agreements currently being operated at Skanska ITN are diversified over several 

vendors and retailers. Focus is on the licenses and software used in the Nordic and this differs from 

the licenses being used globally at Skanska AB. This part within Skanska ITN is about license 

agreements and they are directly connected to supplier management. It is the supplier manager who 

decides upon which vendors to co-operate with and purchase IT products and services from.  

The difference between countries in licenses is built upon the different vendors, services and 

products each department sources in each country, e.g. the difference here in the North with other 

countries is that Skanska ITN e.g. has Oracle as main enterprise resource planning (ERP) system and it 

is not common for all countries. Oracle is not used globally, but other companies’ products and 

services are, and they are Microsoft, Adobe and Autodesk (Hagman & Surmacz, 2012). Skanska ITN 

uses Microsoft’s products in several departments and it is one of the vendors which Skanska AB has a 

global agreement with and in this case it is GSU IT that handles this part. This is a typical IT 

governance challenge, especially in a fragmented enterprise with low level profit and loss 

accountability like Skanska AB. (Anders Hagman, 2012) 

Two other suppliers are Adobe and Autodesk and Skanska ITN source products and licenses from 

these two vendors globally.  

Table 4 defines and describes the licenses that can be found at Skanska ITN. 

Table 4 Skanska ITN's License definition 

License type Description Product example at 
Skanska IT Nordic 

Single user 
license (EL) 

EL allows for the use of application by exactly one employee at any system or by any 
employee or application at exactly one system 

MS Office, MS Project 
Standard, Professional 

Network 
license (NL) 

NL, also known as concurrent or floating licenses, allows the use of the application by any 
user at any workplace. The allowed number of simultaneous requests is limited by the 
number of NL. Usually, centralized license management systems monitor the compliance 
by blocking or queuing additional requests.  

Numara Footprints 

On-demand 
license (DL) 

In the case of this license type, charging is done dynamically depending on the consumed 
clearing units (per use), such as the number of accesses, the access duration or the basic 
value used (per value), such as the taxable income for a web-based tax application 

N/A 

Processor 
license  

Processor licenses allow for the software use (mostly server systems) by any number of 
users or applications on a certain number of processors (per processor) or processor 
cores (per core). Several manufacturers however demand a use-independent licensing 
system for all available processors or processor core.   

SQL Server, MS Server 
OS 

Server license The application may be conducted simultaneously on a server system by a certain 
number users. Therefore, server licenses are comparable with network licenses. 

SQL Server 

OEM license An OEM license (Original Equipment Manufacturer) is firmly connected to hardware or a 
software component and may only be purchased, used and resold together with this 
component. 

MS Windows OS 

 

Skanska ITN has as strategy to implement three future activities and they need to be done in a 

structured manner in matter to be effective and relate to the major shortages that exist today and 

the main benefits of implementing supplier and software asset management. It is the third step in 

this implementation which is essential, but it is dependent and affected of the first two steps. 
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1. Establish a framework for fast and efficient make or buy decisions 

 Skanska ITN may outsource any service or set of service after considering cost, 

quality and control in a structured way. 

 

2. Implement supplier portfolio management to ensure cost efficiency and minimize risk 

 Implement a common governance model for all supplier relationships 

 Segment our most critical categories and suppliers 
 

3. Implement license management to ensure cost efficiency and minimize risk 

 Avoid both over-licensing (additional costs) and under-licensing (risk of extra cost 

and ethical breach) 

 Select suitable license management alternatives 

 Build a license inventory starting from the most significant licenses 

 Define a roadmap to cover all licenses  

4.5 Follow up 

Follow up within Skanska ITN is not fully developed when it comes to supplier or software asset 

management. There are no clear definitions, financial ratios, key considerations or other aspects to 

have in mind when conducting a follow up on certain task within these to activities (Dagnell & 

Hagman 2012).  

The templates exist but it cannot be shown that they are fully used. The frameworks used for follow 

ups are a version of PM3, which is SM3. This is a maintenance model which includes measurements 

against KPIs for each of the units’ software or system.  
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5 Results  
The results have been analyzed through measurement and identification from raw data of the survey 

and interviews, which have laid the starting point for the analysis and the discussion together with 

observations and interviews. The chapter begins by visualizing the results in form of diagrams and 

presenting results from both the survey and the interviews (Identification). The chapter is then 

followed with a section where the analysis and discussion is connected with the literature and 

empirical findings (Management and evaluation). 

 

Figure 16 shows the roles of the respondents in the given survey for this thesis. The largest amounts 

of respondents were service managers. The distribution of the roles has been chosen in cooperation 

with Anders Hagman where key roles and individuals were identified. The second largest group was 

project managers with a response rate of 16 percent.      

32%

10%

10%
16%

11%

5%

11%

5%

Roles of respondents

Service Manager

Line Manager

IT-Coordinator

Project Manager

Enterprise Architect

IT information security

Business Liason

Supplier Manager

 

Figure 16 Roles of respondents of the survey 

Figure 17 shows the roles being contacted when making or planning a purchase. The diagrams are 

presented in percent and have been analyzed with the results originating from the survey. It can be 

seen from the diagram that the line manager and the license manager are contacted most frequently 

when planning or making a purchase. What is noteworthy is that there is no license manager 

manning the role. The previous license manager left this job and this survey was sent out short after 

that. The same goes for the supplier manager; the role is being manned by a consultant. The 

rightmost column with 25 percent of the total respondents of the survey shows that “other” is 

consulted for a purchasing.  
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Figure 17 Contacts when purchasing 

The results shown in Figure 18 displays the roles being informed when conducting or planning for a 

purchase of IT related services and products. This is usually done after a purchase has been 

conducted. As can be seen in Figure 18 the line manager and license manager are most frequently 

informed after a purchase. What differs is that both line and license managers have increased with 5 

percent each. Second of all the software asset manager has increased from 0 percent to 5 percent, 

now showing that a software asset manager is informed when a purchase has been made. A large 

increase by 15 percent affects the rightmost column of other roles being informed; now showing 40 

percent of the total respondents.  
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Figure 18 Informing when purchasing 

Several problem areas have been identified and they have been divided into categories according to 

the answers received from the survey (see Figure 19). The two most major problem areas that were 

identified were that individuals did not know whom to contact/inform in case of a purchase, i.e. 

unidentified responsibility (33 percent) and that the overall knowledge about purchasing or the 

overall strategy of individuals conducting the activities is not sufficient, or those placing the order for 
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themselves or for others (33 percent). (Too many licenses and ignorance about software and 

sourcing)  

“Roles and role description should be more visual and more evident for the sake of individual seeking 

responsible persons of a process” (Izabela Surmacz, 2012)  

“As of now, a process owner can be found but if analyzed further a responsible person can also be 

found. This needs more distinguishable clarification.” (Johan Henrysson, 2012)  

Two other problem areas that were identified, both from surveys and interviews were that the 

strategy and purpose of a purchasing and licensing process were unclear (26 percent). Better and 

more clarification needs to be done, the purpose must be communicated to all affected parties 

(Izabela Surmacz, 2012).   
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Figure 19 Identified problem areas 

In Figure 20 the affected roles from the identified problems are presented. The line managers (60 

percent) and software asset managers (55 percent) are the roles being affected the most followed by 

the service managers (45 percent). The diagram shows the roles affected by all identified problems 

which can be seen in Figure 20 
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Figure 20 Affected roles by problem areas 

A part of the survey resulted in a diagram which can be seen in Figure 21 where the need of a new 

framework was identified and 55 percent were interested in new tool or framework within the area 

of sourcing.   

 

Figure 21 In need of new framework 

The need of a new framework has its origin in some future expectations of the new tool or 

framework and these can be seen in Figure 22, where one of the key considerations and outcomes of 

a new framework was to improve the SAM process (29 percent). The second largest population was 

to have clear definitions (23 percent) of the activities initiated within the business units and projects. 

The third aspect of new frameworks and tools was to have more structure (18 percent) and an 

understanding of the purpose (18 percent) which could facilitate the ongoing projects and future 

implementations.    

55% 

20% 

25% 

Need of a new framework 

Yes

No

Don't know



45 
 

29%

18%
23%

12%

18%

What to expect 

Improve SAM process

More structure

Clear definition

Faster decisions

Understand the purpose

 

Figure 22 Why a new tool/framework is needed 
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5.1 Analysis and Discussion 
In this chapter, the results and findings from the survey, interviews and observations are discussed 

and put into context through the theoretical framework and empirical evidence. Furthermore, this 

chapter invites the reader to an overview of the discussion by answering the research questions 

presented in the introduction. A GAP analysis has been conducted to visualize how the present 

situation at Skanska ITN is and what is left to do and most important of all; how to get there and 

what the benefits of a future implementation of SAM are.  

5.1.1 GAP analysis 

A GAP analysis, see Table 5, is the process where a company compares its current state and actual 

performance for determining whether it is meeting the expectations or not and using the resources 

effectively.   

Conducting a GAP analysis can help a company re-examine its goals to determine whether it is on the 

right path to accomplish them. A company will list the factors that define its current state, outline the 

factors that are required to reach the target state and then determine how to fill the "gaps" between 

the two states. This GAP analysis examines the gaps that exist between the supplier and software 

asset manager processes and the overall business and IT strategy.  

Table 5 GAP analysis 

Current state Target State How to get there Confirmation of goals 
Continual service 
improvement 

No active SAM and 
supplier management 
processes 

Active processes for SAM 
and SuM 

Develop a 
framework/process flow 
for improvements in 
supplier relations. (Done 
but not yet 
implemented.)   

Evaluations and 
measurements 

Work with continuous 
improvements (PDCA, 
PDSA)  

Unknown license costs 
Insight in license costs 
and expenses 

Defined SAM processes in 
cooperation with GSU, 
NPU and Skanska ITN. 

Measurements and 
calculations with SAM 
tool 

Benchmarking against 
similar businesses and 
units/organizations. 
Historical Data  

Lack of input data and 
measurement 

Communication of 
purpose and follow up. 
Gathered and centralized 
data 

A well-functioning and 
communicated discovery 
tool and SAM tool.  

Better insight in 
agreements and follow 
ups of gathered data. 

Best Practice (ITIL, CobiT) 

Supplier management 
processes being 
implemented 

Fully active Supplier 
Manager process 

Initial implementation 
and continuous 
improvement by Bengt-
Arne Dagnell and 
overtaken by Peter 
Bergman 

Follow up according to 
SM3 and Maintenance 
objects. 

Dialog with internal 
parties 

No clear documentation 

Well-functioning 
documentation policy 
when it comes to 
agreements. Clear 
definition of document 
handling and storage 

A defined policy and a 
common forum for GSU, 
NPU and Skanska ITN. See 
if CobiT can be of use 
when it comes to 
documentation 

Follow up in form of 
continuous 
measurements of usage 
ratio when it comes to 
document handling. 

 CobiT has measurements 
according to the 
framework. Otherwise 
the activity is shown of 
the documentation of 
agreements 

Not a defined or coherent 
purpose of SAM process.  

Communicated purpose 
and goal of SAM process 

Have a dialog with NPU, 
GSU IT and Skanska ITN. 
Local or global with small 
tweaks? Implement as 
soon as possible.  

Reduced costs of licenses 

 Active dialog between 
affected parties such as 
NPU, GSU, Skanska ITN 
and SuM. 
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Reflection of the GAP analysis 

A reflection of the GAP analysis is following with how the current state is at Skanska ITN; describing 

the situation with other noteworthy aspects.  

 

The target state is presented and the data has been collected from different internal documents 

within Skanska ITN, through the survey and the qualitative interviews. This is the picture which has 

been noted during the observations and it is reflected upon in the following sections; current and 

target state.   

 
The phase that follows earlier section is how to get there. If an implementation is ought to be 

brought in the organization, it is evident to have a plan and a strategy for knowing how to get there. 

To be able to know that the goals have been achieved, a confirmation of goals through measurement 

and evaluation has to be done.  When the goals and strategy have been followed, it does not end 

there on the contrary the actual important job of keeping the SAM process active and viral through 

continual service improvement within the organization has just started. It is presented how an 

implementation, evaluation and measurement would be concerning the mentioned processes.  

 
Current state 

Skanska ITN has as of today no active processes when it comes to software asset management 

(SAM). The supplier management process is being implemented and has been pushed out by Bengt-

Arne Dagnell (2012). It is difficult to make an estimation of license costs and even ensure compliance 

of different software suites.  

 

Due to different work tasks within business units at Skanska AB and Skanska ITN, the lack of input 

and measurement has been suffering and this is dependent on a well-functioning process, which 

affects the total vision of expenses and resources spent on licenses. (Izabela Surmacz, 2012)  

 

The supplier management process has been developed for quite a time by Bengt-Arne Dagnell (2012) 

and has been pushed out for the organization to adopt and hopefully accept. A supplier manager will 

take over and continue the work of Bengt-Arne Dagnell (2012). 

 

Observations and information from interviews has shown that at the moment no clear 

documentation policy is existing and resulting in different storage policies and non-existing 

documentation of vital activities, such as documentation of the global SAM tool.  

 

“I have not been able to find written documentation about the purpose of implementing a global SAM 

tool in these six weeks I have been employed” (Izabela Surmacz, 2012)         

 
Target state 

One of the first activities to be implemented which is requested by the organization is to have an 

active process for SAM (Anders Hagman, 2012). To be able to implement a SAM process it is 

important to have a defined and coherent process with clear purpose and strategy (Izabela Surmacz, 

2012). According to Anders Hagman (2012) it will be important to have clear and solid 
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communication of the purpose and also having continuous follow ups, supporting the Deming-cycle 

of continual improvements.  

This will result in better insight in license costs and expenses and will create a coherent roadmap and 

inventory of active and inactive license (Eastwood et al. 2009). When this is set up and a well-

functioning supplier management process is up and running, the work of active license management 

will begin its real purpose of maintaining cost control and compliance of licenses. This is dependent 

and supported by clear documentation handling and transparency between business units and 

departments. Creating a centralized forum for documents and licenses will have an impact on the 

organization gathering relevant data.   

How to get there 

Observations and interviews have shown that the need of a framework of processes will improve 

both the supplier and software asset management. Cohen and Young (2006) states that having an 

overall picture with defined goals and joint aims will improve the performance of supplier 

management. Falkowitz (2011, p.126) says that the lack of license standards and tools of general 

applicability result in highly fragmented software asset management.  

The work of defining goals and joint aims is being done when it comes to supplier management and 

is left for the new supplier manager to implement. According to Izabela Surmacz (2012) and Brill et 

al. (2008) a defined policy which is communicated throughout the organization is a key aspect of a 

well-functioning discovery and SAM tool. If the processes around SAM are defined in cooperation 

with NPU, GSU and Skanska ITN this can increase the level of knowledge and understanding of IT and 

business strategy connected to the organizations and business unit’s vision and goals (Cohen & 

Young 2006; Heckman, 1999; Jonas Ahlström, 2012).   

“Having NPU close and early in the purchasing process is something that would facilitate our work, 

insight and understanding of ITNs purchasing needs and agreements. A local forum where we can 

meet and have insight in each other’s suppler agreements” (Jonas Ahlström 2012) 

Person & Gritzmacher (1990) means that having a purchasing function early in the design stage can 

increase the final quality of a delivered product, in this case delivering licenses and IT products and 

services to the internal users at Skanska. 

Izabela Surmacz (2012) believes that having a common platform as a starting point is vital if a future 

implementation of a global SAM policy and tool is to be successful. The commission should come 

from GSU IT about a common ground to stand on but there could be some local tweaks and changes 

within the business units due to country specific legislations, but what is important is to be able to 

follow up on the results, to actually see if this was a good initiative (Izabela Surmacz, 2012).  

According to McBride (2009) and the analysis of four mini-case studies is that IT related problems 

often occur at an operational level and within the part which concerns service operations (ITIL, 

2008). This can be a part of the organization to study and analyze whether the majority group of 

incidents are about licenses or concerning supplier relationships. McBride (2009) also mentions that 

IT departments are increasingly concerned with strategy and that issues can be developed from the 

relationship with suppliers and central government IT policy. Therefore the policy is a vital part and 
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should be revised and communicated throughout the organization for full understanding. (Izabela 

Surmacz, 2012).  

    

Confirmation of goals 

How will Skanska be able to confirm the reach of their goals? Confirmations of a future 

implementation of a common SAM process/tool need consideration of some aspects and they are;  

 It is important to evaluate and measure the conducted work and implementation in order 

to gain knowledge and insight of the produced results.  

 To be able to measure and evaluate it is important to know what to focus on and 

therefore it will be vital to examine and revise the current KPIs and see if they can fit into a 

defined SAM policy and are coherent and aligned with the remainding business strategy.  

 Better insight in agreements, e.g. between NPU, GSU IT and Skanska ITN is an important 

key factor to be able to understand future needs and demands of the oragnizations and 

projects. 

 One distinct way to confirm success of a defined and implemented SAM process is through 

analyzing and measuring quick wins, i.e. identifying and reducing costs. The CobiT 

framework can be used to confirm this. 

 If the customers of Skanska AB are satisfied then this is a confirmation of delivering 

customer value and compliance with suppliers when it comes to licenses.  
    

Continual service improvement 

According to ITIL (2012) the continual service improvement phase is a practical example for 

identifying and analyzing problems, proposing a solution, evaluating, revising and implementing the 

proposed solution. This is necessary for evaluation and deciding upon if the measures were 

successful and if there is room for improvements and modifications. Because of the extensive use of 

the ITIL language and frameworks, it is a recommendation to use the cyclical phase, see Figure 9, to 

review the continuous service improvement.   

5.1.2 SWOT analysis 

An analysis has been developed to illustrate some parameters such as weaknesses and strengths for 

the SAM and supplier management process within Skanska ITN with a Strength, Weakness, 

Opportunity and Threat (SWOT) analysis, see Table 6. Identifying problem areas, solutions and 

progress indicators are key factors if a future improvement plan shall be put in place. 
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Table 6 SWOT analysis 

Strengths Weaknesses 

Access to retrieve relevant data and competence from existing 
SAM and discovery tool 
  
 

Non defined processes and routines around SAM 
 
Can be hard to search for license data without having a clear 
purpose and goal 
 
No defined policy 
 
Have global or local policy? 
 
There is data yes, but tool for effective analysis seems to be 
missing. 
 

Opportunities Threats 

Establishment of new processes and routines 

Introduce guidelines and routines 

Clear goals and policies on license management 

Better overview and control over SAM process 

Reduced license risk and costs (Overall benefits) 
 

Overwork and lost control if no defined policy 

Defined policy not well adapted from other Business Units 

 

Reflection of the SWOT analysis 

As can be seen in Table 6, one of the aspects when it comes to strengths is that a SAM process can 

access current data which is already in the systems. A discovery and SAM tool can retrieve the data 

and the competence is already within the organization in form of IT coordinators, supplier managers, 

category managers and service managers. What is needed is to adopt and organize the strengths 

within the organization to define a policy and have a clear purpose which can be followed by the 

employees. Weill & Ross (2004) confirms in their corporate governance framework that there are six 

key assets, and Skanska ITN has all these in place or is implementing them. What is left for the 

organization is to review and revise them in order to accomplish customer satisfaction and 

compliance with vendors.   

Employees: People, skills, carreers, competence and education 

Financial assets: Money, investments, loans and insurances 

Physical assets: Facilities, maintenance and security 

Intangible assets: Brand, patent and service 

IT assets: Data, information, customer insiight and knowledge, informationssystems 

Relations: Customer relations, supplier and vendor management 

 
In this case the weaknesses identified are that there are no defined processes and routines for the 

SAM process. There have been directives for using a global SAM tool, FrontRange, but this has 

according to GSU IT and local service managers not been followed to full extent (Hagman & Surmacz 

2012). Instead different tools are being used and this can create confusion when determining the 

right amount of licenses in case of a re-negotiation, initiation for a new supplier agreement or an 

audit by the supplier.   
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The second weakness that has been found is that it is hard to search for and calculate the actual 

number of licenses if there is no defined goal or purpose. One of the reasons for searching for 

licenses is to know if Skanska AB is compliant and to avoid expensive audit costs, which is one of the 

reasons for having a SAM process. If no defined policy or process is active it is difficult to know why 

and what to do. It will result in inefficiency for both the SAM manager and organization. The 

compliance does not describe a SAM tool and how it is operated, whom to report to and what to do 

with all the measurements and data. This is grounded in having a defined policy, which involves 

practices and experiences from different countries and business units within Skanska AB. The policy 

can be defined globally but will in fact be modified and suitable for different purposes and local 

legislations. Instead compliance and SAM is about having the right prerequisites for an audit by a 

supplier and have a good overview of expenditures and license costs.   

The opportunities are that this is the time to set up a common policy, routines and a defined purpose 

of the SAM process. It will give the organization a chance to reduce costs in form of better overview 

of the software asset management process. According to the main benefits of SAM by Buchanan et 

al. (2011) there are great reductions to make in having a defined SAM process.   

The threats are that the defined policy will not be adapted and followed by other business units, 

unless communicating a purpose and agenda. Currently this is what has occurred at Skanska ITN and 

it is important to ensure that the same phenomenon does not occur. Another threat is if the work of 

a SAM process is to take place and no policy or purpose is defined, which means an increase in risk 

for overwork and unnecessary control. These are aspects needed to be dealt with before initiating 

the actual work of SAM (Brill et al. 2008).    

What should be coherent is the way to document, how to handle documents and storage, how to use 

the communications channels, information management systems and how follow ups are done and 

reported back to the organization. 

Different characteristics 

According to Shin et al. (2000) the Supplier Management Orientation (SMO) has four characteristics 

and they are;  

(1) Long-term relationship with suppliers,  

(2) Supplier involvement in the product development process,  

(3) A reduced number of suppliers  

(4) ‘Quality focus’ meaning that quality performance is the number one priority in selecting 

suppliers. 

With long-term relationships, companies will gain benefits by placing a larger volume of business 

with fewer suppliers using long-term contracts. SMO aims to decrease production lead-time, get 

better delivery reliability, increased quality and reduced cost. Shin et al. (2000) states that when it is 

handled the right way, SMO improves both suppliers and buyer’s performance when the buyer 

focuses on quality and delivery as is competitive priorities. 

The author believe that the SMO in this case can only be implemented and deliver full potential value 

to Skanska ITN, by having a supplier manager coordinating and leading the work of a future 
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implementation. One of the first phases and activities should be to focus on (3) the supplier 

involvement in the product development process and (4) quality focus.  

Why not all four characteristics? A step-by-step implementation rather than a big bang is more 

suitable for Skanska ITN; due to this being a new process which needs overview control and 

evaluation for each tollgate/decision point. When beginning with quality focus, a supplier manager 

will optimize and ensure that the quality performance is achieved. According to an interview with 

Johan Henrysson the 8th of May 2012, a process implementation is better handled and controlled if 

the process is pushed out to the organization with a step-by-step implementation rather than big 

bang, i.e. pushed out all at once.    

Having full transparency and a dialog between business units, where all these mentioned aspects are 

directly connected to the implementation of a common platform in the shape of a forum, where 

Skanska ITN and NPU can interact with key persons involved in the purchasing process will lead to 

better understanding. This forum can be in the form of a new application or a meeting held once a 

week. Another example can be to use an existing system called Numara Footprints (not evaluated or 

examined in this thesis) to sort and manage licenses and documents.  

The four characteristics of SMO do affect the SAM process, e.g. the first characteristic which is having 

a long-term relationship with the suppliers (Cohen & Young 2006). It is good for the SAM manager to 

be informed before conducting a purchase or contacting NPU on behalf of the organization or yearly 

demands. If knowing whom to contact, which supplier to interact with from the beginning of the 

process (see Figure 14) of finding the right suppliers will be shortened and focus can more be on 

negotiating agreements and price / license models appropriate for the purpose (Jonas Ahlström, 

2012).    

The second characteristic of the four is important if a system or component from e.g. Oracle is to be 

implemented within existing systems. Having good and long-term contacts with the suppliers will 

lead to better understanding and therefore it is easier to involve the supplier in the purchasing 

process (Shin et al. 2006). If a supplier involvement is active and the SAM manager is informed then 

an estimation of licenses and costs will be visual for the involved parties, which can reduce the lead 

time from an external order to NPU or an internal one within Skanska ITN till a license is delivered 

and an agreement is negotiated.  

To have a reduced number of suppliers can affect the way a company interacts and agrees upon 

future contracts (Shin et al. 2006), in this case Skanska ITN. The author of this thesis believes that 

having a pool of global and local suppliers, with good relationships will lead to better understanding 

and closer integration when it comes to negotiating and handling both agreements and licenses. Why 

is it important to have closer integration with the suppliers? One of the four characteristics by Shin et 

al. (2006) recommends both long-term relationship and supplier involvement.   

Process definition   

When a gap between the business and IT strategy has been identified and the analysis of the current 

situation has been made, reviewed and agreed upon, it is time to set up the SAM process and the 

interaction between supplier management and IT roadmap. Soumalainen et al. (2010) means that it 

is important to define main stakeholders and their roles, organize the product roadmap process, 
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establish main benefits and challenges during the process and identify the most critical phases of the 

process. Cohen & Young (2006) writes about sourcing strategy and how to seek vendors and how 

multisourcing can be an opportunity for companies. Therefore it is important to have the affected 

parties e.g. NPU, GSU IT, SuM, service managers, , license managers, customers and IT support in the 

process of sourcing new IT related services and products, i.e. licenses, see Table 2. The customers are 

those who are going to use the products and services and often it is the customers ordering without 

communicating or consulting an acting manager before a purchase, i.e. more ad-hoc purchasing 

rather than based on routine and standardization (Anders Hagman, 2012).  

The new process involving the affected parties will create better synergies between those who order 

the service and product and those who deliver and install. This in turn will create better corporate 

governance and IT assets are more controlled and can be calculated on. They can also present costs 

for the organization and those responsible for the business functions (Brill et al., 2008; Boyd et al. 

n.d.).  

Figure 23 Vision of connection between roles show how the process of a connection between a 

supplier manager, license manager and an IT roadmap can cooperate and make use of each other.  

Supplier Manager
 

IT Roadmap
 

License Manager
 

 

Figure 23 Vision of connection between roles 

Having functions cooperating with each other simultaneously as goals are aimed against a joint 

business and IT strategy will create harmonization and synergies can be exploited (González-Benito, 

2007). These synergies can be measured and evaluated and what has been presented as ITG 

frameworks such as CMMI, CobiT and ITIL can be used to measure the benefits of those processes. It 

is about turning weaknesses into strengths and one of the frameworks (see Figure 12), is CobiT which 

has a measurement model which can be used because of its close connection to ITIL. (ISACA, 2012)   

According to Cohen & Young (2006), connections such as those shown in Figure 23 must have 

connections to the IT and business strategy for full effect and understanding from the organization. 

Therefore it is important to understand and have a dialog between the affected parties such as NPU, 

Skanska ITN, GSU IT and business managers and business liaisons for a harmonization in the 

cooperation. 

The connection with a IT roadmap which is located within the Enterprise Architecture is responsible 

for delivering a tactical IT roadmap for Skanska ITN which should be followed in a larger extent than 

it is today. The LM, SuM and IT roadmap can have a connection with each other due to similar work 

tasks such as planning, organizing and distributing licenses and agreements for software and 

hardware. If there is an IT roadmap, then it is shown what products and services to use within a three 
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to five year plan, which makes it more reviewable for the supplier manager which in turn can 

negotiate agreements much better and more favorable for Skanska ITN if a communication is active 

with a software asset manager, for knowing what licenses and products are active and / or in the 

pipeline for an audit.     

Follow up 

The time which this study has observed Skanska ITN, six months, some aspects have been noticed 

laying ground for the follow up of certain parts of the organization. It is important to point out that 

not all activities within Skanska ITN lack the need and work of follow up, which lead to the questions;  

1. Can the same aspects and factors of other activities within the organization be re-used for 
the supplier and software asset management activities in purpose to measure and 
identify?  

2. Are there any synergies to benefit from within other parts within of the organization?  
 

The most important part of knowing whether an activity, a change, an introduction or identification 

has been beneficial or not is to measure and compare to relevant raw data, both historical and 

current. In this thesis, studying and understanding the processes of supplier management and 

software asset management due to the close connection they have will touch upon the relationship 

to suppliers of IT services and products such as licenses. The new supplier manager and software 

asset manager can draw knowledge and experience from both NPU and GSU IT working closely with 

suppliers and IT procurement. This is both a synergy which can be used and implemented but also 

how the activities such as analyzing the purchasing process, (see Figure 14), can be improved when 

comparing to NPU.      

Speaking of responsibilities earlier, i.e. if no supplier management process is set up, no responsible 

person can take action on supplier agreements, no sourcing strategy is set up, the identification and 

work of a software asset manager will in fact be more or less non beneficial for the organization 

(Anders Hagman, 2012). An inventory can always be made and give the organization an overall 

picture of the financial figures and raw data which can be interpreted in different manners according 

to the IT and Business strategy. The close cooperation between the supplier manager and the 

software asset manager, which can be seen in Figure 23 have to be granted and tested to the level so 

that synergies and results will benefit the organization in long-term aspects. González-Benito (2007) 

concludes from his study that the purchasing function contributes to the business performance and 

that it depends on two factors; the alignment between the purchasing strategy and capabilities and 

the degree of alignment between purchasing and business strategy.   

“If there is no supplier manager and no sourcing strategy is set up, there will be no harmonization 

between the supplier agreements, the sourcing strategy and the main benefits of a SAM and license 

management” (Izabela Surmacz, 2012)  

What should Skanska ITN measure in order to know whether the synergies are beneficial? The most 

important aspects in measurement and identification are to; 

 Identify what has happened? What has been made and changed involving the supplier and 

software asset manager process? 

 Are the goals for both software asset and supplier manager achieved? 
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 In what way has this affected other units and parts of the organization? 

 Does this affect change management? 

 Is the effort put into this worth it and cost efficient? Measure according to KPIs. 

 Can we see a clear connection between reduced costs and more effective supplier 

agreements? 

 How does this affect the overall IT and business strategy?  

 

According to Shirley et al. (2006) the RACI matrix can be developed further for having clear roles and 

responsibilities, which has been noted is lacking for a future SAM process, based on the results from 

the survey and the interviews. Eastwood et al. (2009) also recommends having clear responsible 

roles for when or if an audit is due.    

  

In Table 7 I have constructed a RACI model suitable for Skanska ITN and the future SAM process. The 

model shows the different activities concerning the purchasing process and information channels 

when it comes to SAM from start till evaluation. The activities have been influenced from the 

interviews with Jonas Ahlström (2012) and Izabela Surmacz (2012) and have led to a preliminary view 

of the communication channels of an initial RACI matrix. The matrix is built upon the model discussed 

by Shirley et al. (2006). 

Table 7 RACI model for ITN 

Roles

Activites / Functions Su
M

LM N
PU

GS
U

 IT

SM EA

Need for New Services & Products

Internal Approval of New Need

Specification of Requirements 

Request for Quotation

Negotiation with Vendor/Supplier

Agreement with Vendor/Supplier

Implementation / Installation

Internal Follow Up

Measurement & Evaluation

IT Roadmap

New needs

High-level solution  

The activities are explained by their logical heading and do not need any further explanation, but 

what is important is to point out why and how they are supposed to be handled and managed. See 

glossary for abbreviations.  

Figure 24 displays a framework and process scheme which I have developed and that I believe can be 

of use when connecting it to the RACI matrix in Table 7. This framework describes how a SAM 

process and a purchasing process can be established at Skanska ITN. 

First of all the affected parties which can be involved in the process of purchasing and which I have 

mentioned throughout this thesis are; 
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 Stakeholders within a larger project, e.g. customer of a global Microsoft or Adobe 

agreement. Stakeholders can be defined and organized according to e.g.PPS model (Tieto, 

2011). 

 The supplier manager should be consulted or be active in the process of purchasing for an 

accurate picture of suppliers and agreements. 

 Larger purchases should be according to the IT roadmap, therefore the Enterprise 

Architecture responsible should be consulted and informed. 

 The customer, internal Skanska AB customers should be informed and consulted before 

and after a purchase. This is done due to changing IT environments thorughout Skanska 

AB. Construction sites and site managers might have different opinions than employees of 

Skanska ITN when it comes to licenses and IT related services and products. 

 The software asset manager shall be informed and consulted, if not the supplier manager 

has the quartely report before and after a purchase. This because data should be 

centralized and under- or overlicensing non-existing.  

 NPU should be consulted together with the supplier manager if a larger global agreement 

is to be negotiated.  

 
All these mentioned roles are active throughout the process and will have influence on all five steps 

in the process. 

 

 The purpose is important so that a known cause is presented prior a purchase.     

 A process defintion should be desgined 

 Initiation of the SAM process is affected and dependent of the process defintion. 

 The implementation is to take place in form of desgined processes, clear responsibility 

areas such as the RACI matrix and documentation and communication plans should be in 

order.  

 To be able to know if this was successful, a follow up shall be concducted in form of 

measurement and evaluation with all stakeholders active throughout the process. 

 

The involved roles and the steps throughout the process will lead to the goals set up prior the 

initiation of such project and then due to the definition of a process, an input will lead to an output. 

 

 

 

 

 

 

 

 

 

 

 

 
Figure 24 Future SAM & sourcing process 
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The introduction and work of a new supplier manager into Skanska ITNs organization alongside with 

a software asset manager will be noteworthy to both roles and especially the affect this future 

implementation will have on agreements and standardization of new work tasks. 

  

The results shown in Figure 25 have been analyzed by a consultant from Notrex (Anders Fagerström, 

2012). The analysis shows the number of licenses of a certain program, MS Project, and the columns 

measures the current number of licenses in possession, number of current installations and if 

Skanska ITN is compliant with the agreement of the licenses.     

 
Figure 25 Analysis made by Notrex Consultant (Anders Fagerström) 

This analysis shows after some investigation if it is necessary to have MS Project professional 

versions compared to standard versions (Microsoft, 2012). A calculation shows that Skanska can 

make a reduction in costs by 1 718 400 SEK. 

“A calculation based on an estimate price of Project Professional at 4 800 SEK (list price FPP-license) 

this could reduce incompliance with 1 718 400 SEK” (Anders Fagerström, Notrex, 2012) 

This means that Skanska ITN can save money by measuring and categorizing licenses and users by 

calculate on the behavior and demand for certain licenses in different times over a period of time. 

The given number that could be made on saving is only on one program suite and if this is done on all 

software Skanska ITN possess, the figure will be far more effective to the net results and 

performance of the organization. This is one of the aspects that should be connected to the key 

performance indicators (KPI) and this can be measured for determining the value and performance of 

Skanska ITN when it comes to supplier and software asset management.  

Application Licenses Installations Compliance 

Project Professional 2010 130 157 -27 

Project Professional 2007 98 200 -102 

Project Professional 2003 20 249 -229 

    

Project Standard 2010 732 75 657 

Project Standard 2007 952 199 753 

Project Standard 2003 1241 792 449 
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6  Conclusion 
This section summarizes the results found throughout the period studying and analyzing Skanska ITN 

and what recommendations are to be presented for the company in question. It begins with a section 

about the conceptual contribution and is followed by the empirical contribution, i.e. the 

recommendations and proposals to be implemented in the future. 

6.1 Conceptual contribution 

The findings of this thesis at Skanska ITN have during my six months been noteworthy, both for me 

and the further research within the field of software asset management. As mentioned earlier, the 

literature and scientific articles are lacking within the field of software asset management. No 

specific connections between an organizations IT and business strategy are made or presented in any 

manner contributing to the research around supplier management and software asset management 

(SAM).  

This thesis has focused upon the connection between supplier and SAM, the overall IT and business 

strategy and hopefully this has contributed to a further research within the field. What can be done 

is to analyze the results of a future connection between software asset management and IT and 

business strategy, or compare to several companies using SAM and study the historical data.   

Järvinen et al. (2007) have examined and analyzed the pricing models and calculations for 

determining the right services and licenses purchased to the organization. Their work has five years 

on the ledge and should be continued in an independent twist, either continuing their work or 

examining a similar area of knowledge.   

The work of Gull (2011) concerning valuation of discount options in software license agreements was 

noteworthy due to the comparison of licenses with call and put options. Having this being an 

important aspect for consideration when negotiating future agreements for Skanska ITN, can mean 

better relationships and better estimations for the organization in overall.   

This thesis can contribute to the literature through conducting a future survey, more extensive and 

reaching out to more companies for a quantitative study. The thesis has found a gap in the literature 

which can be filled by conducting further research.  What I have tried to present with this thesis has 

been exclusive for Skanska ITN due to the restrictions of benchmarking and only studying a single 

company. The conceptual contribution has been to alert for studying, examining, presenting a 

generalizable recommendation which can be adapted of several companies if successful and fill the 

current gaps of today’s literature.  
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6.2 Empirical contribution 

This section describes the contribution which this thesis has delivered and worth to consider as 

proposals and recommendations for future work and development.  

To summarize and present my conclusions on the research questions stated in section 1.3, I have 

come up with recommendations and it is from these the proposals are generated from. 

My first research question being;  

 What major shortages are there in the sourcing and purchasing processes for IT products 
and services? 

Well, the shortages as I have observed them during my past months with Skanska ITN are that the 

supplier management function and process is not established yet. This has been mentioned earlier 

and is being implemented and will be developed further. It is a step in the right direction when 

providing a role which can act support for sourcing and purchasing processes. In addition to the 

supplier manager role, I have also noticed that the lack of a common forum and policy for handling 

documents and agreements which can facilitate the cooperation between NPU, Skanska ITN and 

affected stakeholders might be affecting the overall sourcing, negotiating and auditing process. An 

overall sourcing strategy when it comes to licenses and new IT services is not defined or at least not 

visible for the employees, therefore a common platform cannot be implemented for proceeding 

from. This has to be handled immediately. 

The second research question was;    

 What are the main constraints and enablers for/when standardizing the supplier 

management and software asset management (SAM) processes? 

Due to the current implementation of a supplier and software asset management process there are 

some constraints but also some enablers for these processes. The constraints in the case of Skanska 

ITN are to organize and coordinate a common policy and purpose of particularly the SAM process. 

The supplier manager process is in the work of implementation and the constraints have not been as 

visual as for the SAM process. The enablers for the supplier manager process are to create long-term 

and beneficial relationships with suppliers, to have a conspectus of agreements and documents, 

measure and follow up ongoing sourcing process and that the knowledge and expertise is in place.  

When it comes to the SAM process the main constraint is the lack of a defined purpose or a 

consistent way of working when speaking of a common SAM tool and policy regarding licenses. This 

has to be adjusted right away. The enablers for implementing and developing the SAM processes are 

that there are relevant “quick wins”, i.e. cost control and reduced spending on licenses and that 

relevant data is existent within the organization, the constraint is as mentioned earlier; the policy of 

a common SAM tool and way of working.  

 What are the main benefits of implementing  SAM processes and how? 

The main benefits are; 

 Better deployment: the right software in the right place 

 Greater software efficiency and effectiveness 
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 Less chance of over- or under-licensing deployment 

 Stronger negotiating stance 

 More robust risk management and governance practice 

 Better scenario planning and business continuity 

 Greater agility in IT 

 Greater optimization of IT spend  

 

What is left to do? I will present three recommendations which all can be done in a step-by-step 

implementation due to difficulties in measurement and achievements otherwise. 

  

Proposal 1 

The first proposal of three recommends that by implementing SAM and connecting it with the work 

of a supplier manager and the Enterprise Architecture in form of IT roadmaps, a synergy effect will be 

visualized and beneficial for Skanska ITN, see Figure 23. Creating a dialog with each other in past, 

current and future agreements will lead to better contracts and understanding for all affected parties 

concerning license issues. The overall processes of SAM should begin with examining existing 

software and tools, a consultant from Notrex is conducting the work and this should be reviewed and 

analyzed for future implementations. It is important to take stock as soon as the SAM process has 

initiated.   

Proposal 2 

The second proposal being an implementation of a common forum where involved roles and 

employees can log into. Past, current and future agreements can be viewed and commented upon. 

This will give the organization and work tasks concerning supplier and license management 

transparency and hopefully this will lead to better and less abstract understanding of defined 

agreements and purposes. Such forum exists today but can only be used for a few IT agreements. It is 

important to have clear definitions of why a common forum shall exist and how it should be 

maintained, e.g. through SM3.  

Proposal 3 

The third recommendation will be to look over the existing tools, both SAM and non-SAM, used 

today, understand their benefits and generating value for Skanska ITN and see if other tools such as 

the well anchored system Numara Footprints can be of use when handling agreements, issues and 

software asset management. This is connected to the first proposal being to oversee and take stock 

of present tools.  

If e.g. Numara Footprint is not used for handling documents and creating a forum for Skanska ITN 

employees, other software can be used for creating such forum. As of creating a common platform 

for documents which can be used together with NPU, Skanska ITN and other relevant parties, a 

template for ordering a standard computer can be implemented. Such solution is provided today but 

only on the intranet with what type of software is included in a typical Skanska computer set up. This 

should be more visualized and visible for the employees who and facilitate the ordering and 

purchasing of new software and hardware.   
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6.3 Limitations and further work 

The processes concerning other parts of Skanska, for example Skanska Sverige AB, except Skanska 

ITN, are not investigated in this thesis due to lack of resources such as time. Focus has instead been 

on the existing processes, which are a vital part in the pre-study and further investigations within 

Skanska ITN internally. Therefore the investigation has been focused on one company and especially 

within the IT segment, in this case Skanska ITN. The solution itself has been aiming to be dynamic and 

suitable for different situations.   

The report has been presented for Skanska ITN, the institution of Industrial Management & 

Engineering and the department of Computer Science. Due to the requirements of the institution of 

Industrial Management & Engineering and the department of Computer Science the report have an 

academic approach. The author have worked closely with the department of purchasing and logistics 

(Skanska Nordic Procurement Unit, NPU) for creating and understanding the big picture and 

problems Skanska ITN are having. 

Since this is a case study and not a longitudinal study, it can be discussed whether the findings of the 

thesis are generalizable. The study has only taken a snap-shot of the area of knowledge and a small 

part the vast field of different theories of purchasing in general. However, the possible 

recommendation can be applicable for other industries and organizations dealing with IT related 

products and services, i.e. IT assets such as software licenses. This can be done because the 

applicable theory of purchasing strategies concerns the complexity of the purchased products and 

relationships to the suppliers, not the specific products. The correlation between different aspects 

has been measured but no actual or further measurement on follow up and organizational structure.   

What can be further developed is to calculate according to the e.g. Erlang model and see what kind 

of license portfolio mix can be used and what will give the best outcome in decreased costs and 

higher customer value. There are several scientific articles within this field of expertise and some 

financial models can be used to continue the work of an optimal portfolio of licenses. How can 

Skanska ITN or another organization benefit from pricing models of licenses?    

Critical evaluation 

The part concerning the methods chosen will not be evaluated due to the sufficient explanation of 

advantages and disadvantages of the chosen methods.  

The author had very vague information about software asset management and the knowledge has 

increased throughout the thesis, but the work could have been done much easier and smoother if 

the problem formulation was clear from the very beginning. The lack of theory within the field of 

SAM was a large obstacle when it came to develop research questions and proposing a solution 

suitable for Skanska ITN in coherence with existent and non-existent process of supplier 

management, IT strategy and business strategy. All these obstacles were solved when analyzing and 

understanding the available theory of supplier and software asset management. Also a larger 

population could have been beneficial for this thesis, the low response rate of 28,5% may not have 

covered all areas hoped for.    
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8 Appendix 

8.1 Appendix A - Interviewees 

 Interview 1 (Jonas Ahlström, Category Manager, 25-04-12) 

o Jonas was interviewed beacuse he works for NPU and is a category manager and 

there is a strong connection with what Jonas does for ITN and this thesis when it 

comes to purchasing. I wanted to hear more about his ideas of a future 

cooperation between ITN and NPU when it comes to sourcing. 

 

 Interview 2 (Bengt-Arne Dagnell, Acting Supplier Manager) 

o Bengt-Arne was a given choice to have both unstrucutred and semistructured 

interviews with. He is the acting supplier manager and has defined the processes 

which are being implemented. There were unstructered interviews and informal 

conversations during the pre-study and throughout the thesis.  

 

 Interview 3 (Johan Henrysson, Development Manager, 08-05-12) 

o Johan was one of the persons responsible for the partially conducted CMMI 

analysis at ITN the spring of 2012. The interview was interesting and noteworthy 

that Johan had great knowledge within the field of processes, where he explained 

the purpose of the CMMI analyses, the choosing of this framework and tool, the 

requirements and the outcome of a future strategy.  

 

 Interview 4 (Izabela Surmacz, GSU IT, 11-05-12) 

o Izabela was interviewed due to the fact that she is part of GSU IT and helps to 

negotiate and soruce new agreements and suppliers. She works with global 

agreements and this has an effect on the rest of Skanska AB. I interviewed here 

becuase I wanted to know if she had any ideas on how to connect IT and business 

strategy to SAM and supplier manager processes.    

 

Interview template 2012 – Jonas Ahlström, 2012-04-25 

 

1. Name and role? 
2. Department/BU? 

a. What do you do? Explain your work.   
3. Number of clients in your network?  
4. What licensed programs are used?  
5. Any specific policy for license management?  
6. How do you handle license management today?  

a. Can you please describe? Any specific tool? 
b. Is it followed? If no, why not?  
c. Have you developed it yourself or did you source? 
d. For how long have you had this system? What is good and what is less good? 

Why?  
e. What were the criterias for the current SAM tool? 

7. How is the documentation of licenses on open source products and other distributions 
managed? 
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Communication of information and purchasing  
8. How do you assist IT Nordic in purchasing of IT related products and services?  

a. Examples? 
9. What are the prerequisites for you to perform your work? 

a. Documentation, tools and frameworks, clear goals of a purchase? 
10. What key considerations are important for you and your work? 
11. Do you feel that you have an overall picture on whom to inform and consult when 

purchasing IT related services and products? 
12. Do you have clear documentation processes before/during/after a purchase? 
13. Who would you like to have in a project when conducting a purchase? 
14. Who would you like to have in a project when contacting a vendor? 
15. In what way should NPU be involved in the process of pre- and after negotiotions with 

suppliers and vendors? 

16. Can IBX be used to purchase and handle licenses?  
17. In what way can IBX be developed to handle purchases of IT related services and 

products? 

18. How is information distributed? 

a. Numerical, Text, diagrams, surveys? 

19. How do you recieve information? 

a. Numerical, Text, diagrams, surveys? 

20. What can be imporoved when it comes to distributing/recieveing information? 
21. How is your co-operation with GSU IT? 

a. Any suggestions for improvement? 

22. Do you see a problem when it comes to clear defintion of responsibilities?  
a. If yes, do you have any suggestions for how they can be improved? 

 

Interview template 2012 – Johan Henrysson, 2012-05-08 

 

1. Name and role? 
2. Department/BU? 

a. What do you do? Explain your work.   
3. What licensed programs are used?  
4. Any specific policy for license management?  
5. How did you perform the maturity analysis?  

a. Can you please describe? Any specific tool? 
b. Is it followed? If no, why not?  
c. Have you developed it yourself or did you source? 
d. For how long have you had this system? What is good and what is less good?  
e. What were the criterias for the maturity analysis tool? 
f. Other opinions?  

6. Is there a IT Roadmap and how does it look like? 
a. Is it followed? If no, why not? 

 
Communication of information and purchasing  

7. How do you assist IT Nordic in purchasing of IT related products and services?  
a. Examples? 

8. What are the prerequisites for you to perform your work? 
a. Documentation, tools and frameworks, clear goals of a purchase? 

9. Do you feel that you have an overall picture on whom to inform and consult when 
purchasing IT related services and products? 
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10. Do you have clear documentation processes before/during/after a purchase? 
11. Who would you like to have in a project when conducting a purchase? 
12. Who would you like to have in a project when contacting a vendor? 
13. How is information distributed? 

a. Numerical, Text, diagrams, surveys? 

14. How do you recieve information? 

a. Numerical, Text, diagrams, surveys? 

15. What can be improved when it comes to distributing/recieveing information? 
16. How is your co-operation with GSU IT? 

a. Any suggestions for improvement? 

17. Do you see a problem when it comes to clear defintion of responsibilities?  
a. If yes, do you have any suggestions for how they can be improved? 

 

Interview template 2012 – Izabela Surmacz, 2012-05-11 

 

1. Name and role? 
2. Department/BU? 

a. What do you do? Explain your work.   
3. Any specific policy for license management?  
4. How do you handle license management today?  

a. Can you please describe? Any specific tool? 
b. Is it followed? If no, why not?  
c. Have you developed it yourself or did you source? 
d. For how long have you had this system? What is good and what is less good? 

Why?  
e. What were the criterias for the current SAM tool? 

5. How is the documentation of licenses on open source products and other distributions 
managed? 

6. How do you think that license management should be handled? 

a. How should it be developed to ensure it is well anhored?  
 

Communication of information and purchasing  
7. How do you assist IT Nordic in purchasing of IT related products and services?  

a. Examples? 
8. What are the prerequisites for you to perform your work? 

a. Documentation, tools and frameworks, clear goals of a purchase? 
9. Do you feel that you have an overall picture on whom to inform and consult when 

purchasing IT related services and products? 
10. Do you have clear documentation processes before/during/after a purchase? 
11. Who would you like to have in a project when conducting a purchase? 
12. Who would you like to have in a project when contacting a vendor? 
13. In what way can IBX be developed to handle purchases of IT related services and 

products? 

14. What can be imporoved when it comes to distributing/recieveing information? 
15. Do you see a problem when it comes to clear defintion of responsibilities?  

a. If yes, do you have any suggestions for how they can be improved? 
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8.2 Appendix B - Meetings 

Date Description Place 

2011-09-13 Meeting with HR and Anders Hagman Skanska AB Solna 

2011-11-11 Meeting with Anders Hagman Skanska AB Solna 

2012-01-10 ITIL Foundation Course Skanska AB Solna 

2012-01-16 ITIL Foundation Course Skanska AB Solna 

2012-01-17 ITIL Foundation Course Skanska AB Solna 

2012-01-31 Meeting with Bengt-Arne Dagnell Skanska AB Solna 

2012-02-03 Meeting with Anders Hagman Skanska AB Solna 

2012-02-06 Videoconference with the Nordic Region  Skanska AB Solna 

2012-02-24 Meeting with Anders Hagman Skanska AB Solna 

2012-02-24 Meeting with Jannis Angelis KTH Valhallavägen 

2012-03-23 Meeting with Anders Hagman Skanska AB Solna 

2012-03-27 Workshop with Skanska SMO  Skanska AB Solna 

2012-03-29 Conference with Gartner about SAM Haga forum 

2012-04-12 Meeting with Anders Hagman, Survey Skanska AB Solna 

2012-04-13 Interview with Anna Lindberg Skanska AB Solna 

2012-04-17 PPS Certification Scandic Järva Krog 

2012-04-18 PPS Certification Scandic Järva Krog 

2012-04-19 PPS Certification Scandic Järva Krog 

2012-04-24 Meeting with Anders Hagman Skanska AB Solna 

2012-04-25 Interview with Jonas Ahlström Skanska AB Solna (NPU) 

2012-05-08 Interview with Johan Henrysson Skanska AB Solna 

2012-05-08 Numara Footprints Training Sandnes, Norge 

2012-05-09 Numara Footprints Training Sandnes, Norge 

2012-05-10 Numara Footprints Training Sandnes, Norge 

2012-05-11 Interview with Izabela Surmacz Skanska AB Solna 

2012-05-14 PM3 Basic Training (Workshop) Skanska AB Solna 
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8.3 Appendix C – Survey 

The survey had both open questions where the respondent could answer with text but the majority 

of the questions were multiple choice answers. 

1. What do you work with?  

2. Who do you contact (Consult) when purchasing / ordering new services and/or licenses? 

3. Who do you need to inform (Inform) when you have purchased / ordered a service and/or license? 

4. Describe the two most major problems which can occur in relation to purchasing of services 

and/or licenses?  

4.1 Problem 2   

4.2 What roles are affected by problem 1 when purchasing / ordering a service and/or 

license?   

4.2.1 If you chose one of the options in question 4.2, please explain why and how. 

4.3 What role/roles are affected by problem 2 when purchasing / ordering a service and/or license? 

 4.3.1 If you chose one of the options in question 4.3, please explain why and how. 

5. Which frameworks/Tools are currently used at Skanska IT Nordic concerning purchasing?

 5.1 Do you feel that the frameworks/tools mentioned above are being used in some 

extent?  

5.2 If yes, in what way?   

5.3 If no, what can be improved? 

6. Are you in need of new standards which can facilitate the processes you are affected by or work 

with?  

6.1 If yes, why? How do you believe this will help you in your work?  

6.2 If no, why not? 

7. Are you aware if any earlier maturity analysis has been conducted at Skanska IT Nordic?

 7.1 If yes, why and how was it done?  

7.2 If yes, who was part of this analysis?  

7.3 If no, who should have been part of it? 
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8.4 Appendix D – Results  
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Problem areas 

8%

33%

33%

26%

Problems

Duplicate of services 

Unknow Responsibility

Overall Knowledge 

Unclear strategy/process

 

Analysis by Notrex Consultant Anders Fagerström 

Application Licenses Installations Compliance 

Project Professional 2010 130 157 -27 

Project Professional 2007 98 200 -102 

Project Professional 2003 20 249 -229 

    

Project Standard 2010 732 75 657 

Project Standard 2007 952 199 753 

Project Standard 2003 1241 792 449 
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8.5 Appendix E - CMMI 

Understanding Capability Levels  

To support those who use the continuous representation, the CMMI model uses capability levels in 

their design and content. The four capability levels, each a layer in the foundation for ongoing 

process improvement, are designated by the numbers 0 through 3:  

0. Incomplete  

1. Performed  

2. Managed  

3. Defined  

 

A capability level for a process area is achieved when all of the generic goals are satisfied up to that 

level. The fact that capability levels 2 and 3 use the same terms as generic goals 2 and 3 is intentional 

because each of these generic goals and practices reflects the meaning of the capability levels of the 

goals and practices.  

Capability Level 0: Incomplete  

An incomplete process is a process that either is not performed or is partially performed. One or 

more of the specific goals of the process area are not satisfied and no generic goals exist for this level 

since there is no reason to institutionalize a partially performed process.  

Capability Level 1: Performed  

A capability level 1 process is characterized as a performed process. A performed process is a process 

that accomplishes the work needed to produce products; the specific goals of the process area are 

satisfied.  

Although capability level 1 results in important improvements, those improvements can be lost over 

time if they are not institutionalized. The application of institutionalization (the CMMI generic 

practices at capability levels 2 and 3) helps to ensure that improvements are maintained. 

Capability Level 2: Managed  

A capability level 2 process is characterized as a managed process. A managed process is a performed 

process that is planned and executed in accordance with policy; employs skilled people having 

adequate resources to produce controlled outputs; involves relevant stakeholders; is monitored, 

controlled, and reviewed; and is evaluated for adherence to its process description.  

The process discipline reflected by capability level 2 helps to ensure that existing practices are 

retained during times of stress.  

Capability Level 3: Defined  

A capability level 3 process is characterized as a defined process. A defined process is a managed 

process that is tailored from the organization’s set of standard processes according to the 
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organization’s tailoring guidelines; has a maintained process description; and contributes process 

related assets to the organizational process assets.  

A critical distinction between capability levels 2 and 3 is the scope of standards, process descriptions, 

and procedures. At capability level 2, the standards, process descriptions, and procedures can be 

quite different in each specific instance of the process (i.e., used by a particular work group). At 

capability level 3, the standards, process descriptions, and procedures for work are tailored from the 

organization’s set of standard processes to suit a particular work group or organizational unit and 

therefore are more consistent, except for the differences allowed by the tailoring guidelines.  

Another critical distinction is that at capability level 3 processes are typically described more 

rigorously than at capability level 2. A defined process clearly states the purpose, inputs, entry 

criteria, activities, roles, measures, verification steps, outputs, and exit criteria. At capability level 3, 

processes are managed more proactively using an understanding of the interrelationships of the 

process activities and detailed measures of the process and its work products. 

Understanding Maturity Levels  

To support those who use the staged representation, all CMMI models reflect maturity levels in their 

design and content. A maturity level consists of related specific and generic practices for a 

predefined set of process areas that improve the organization’s overall performance.  

The maturity level of an organization provides a way to characterize its performance. Experience has 

shown that organizations do their best when they focus their process improvement efforts on a 

manageable number of process areas at a time and that those areas require increasing sophistication 

as the organization improves.  

A maturity level is a defined evolutionary plateau for organizational process improvement. Each 

maturity level matures an important subset of the organization’s processes, preparing it to move to 

the next maturity level. The maturity levels are measured by the achievement of the specific and 

generic goals associated with each predefined set of process areas. The five maturity levels, each a 

layer in the foundation for ongoing process improvement, are designated by the numbers 1 through 

5:  

1. Initial  

2. Managed  

3. Defined  

4. Quantitatively Managed  

5. Optimizing  

Remember that maturity levels 2 and 3 use the same terms as capability levels 2 and 3. This 

consistency of terminology was intentional because the concepts of maturity levels and capability 

levels are complementary. Maturity levels are used to characterize organizational improvement 

relative to a set of process areas, and capability levels characterize organizational improvement 

relative to an individual process area.  
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Maturity Level 1: Initial  

At maturity level 1, processes are usually ad hoc and chaotic. The organization usually does not 

provide a stable environment to support processes. Success in these organizations depends on the 

competence and heroics of the people in the organization and not on the use of proven processes. In 

spite of this chaos, maturity level 1 organizations provide services that often work, but they 

frequently exceed the budget and schedule documented in their plans.  

Maturity level 1 organizations are characterized by a tendency to overcommit, abandon their 

processes in a time of crisis, and be unable to repeat their successes.  

Maturity Level 2: Managed  

At maturity level 2, work groups establish the foundation for an organization to become an effective 

service provider by institutionalizing selected Project and Work Management, Support, and Service 

Establishment and Delivery processes. Work groups define a service strategy, create work plans, and 

monitor and control the work to ensure the service is delivered as planned. The service provider 

establishes agreements with customers and develops and manages customer and contractual 

requirements. Configuration management and process and product quality assurance are 

institutionalized, and the service provider also develops the capability to measure and analyze 

process performance.  

Also at maturity level 2, work groups, work activities, processes, work products, and services are 

managed. The service provider ensures that processes are planned in accordance with policy. To 

execute the process, the service provider provides adequate resources, assigns responsibility for 

performing the process, trains people on the process, and ensures the designated work products of 

the process are under appropriate levels of configuration management. The service provider 

identifies and involves relevant stakeholders and periodically monitors and controls the process. 

Process adherence is periodically evaluated and process performance is shared with senior 

management. The process discipline reflected by maturity level 2 helps to ensure that existing 

practices are retained during times of stress.  

Maturity Level 3: Defined  

At maturity level 3, service providers use defined processes for managing work. They embed tenets 

of project and work management and services best practices, such as service continuity and incident 

resolution and prevention, into the standard process set. The service provider verifies that selected 

work products meet their requirements and validates services to ensure they meet the needs of the 

customer and end user. These processes are well characterized and understood and are described in 

standards, procedures, tools, and methods. 

The organization’s set of standard processes, which is the basis for maturity level 3, is established 

and improved over time. These standard processes are used to establish consistency across the 

organization. Work groups establish their defined processes by tailoring the organization’s set of 

standard processes according to tailoring guidelines. (See the definition of “organization’s set of 

standard processes” in the glossary.)  
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A critical distinction between maturity levels 2 and 3 is the scope of standards, process descriptions, 

and procedures. At maturity level 2, the standards, process descriptions, and procedures can be 

quite different in each specific instance of the process (i.e., used by a particular work group). At 

maturity level 3, the standards, process descriptions, and work procedures are tailored from the 

organization’s set of standard processes to suit a particular work group or organizational unit and 

therefore are more consistent except for the differences allowed by the tailoring guidelines.  

Another critical distinction is that at maturity level 3, processes are typically described more 

rigorously than at maturity level 2. A defined process clearly states the purpose, inputs, entry criteria, 

activities, roles, measures, verification steps, outputs, and exit criteria. At maturity level 3, processes 

are managed more proactively using an understanding of the interrelationships of process activities 

and detailed measures of the process, its work products, and its services.  

At maturity level 3, the organization further improves its processes that are related to the maturity 

level 2 process areas. Generic practices associated with generic goal 3 that were not addressed at 

maturity level 2 are applied to achieve maturity level 3.  

Maturity Level 4: Quantitatively Managed  

At maturity level 4, service providers establish quantitative objectives for quality and process 

performance and use them as criteria in managing processes. Quantitative objectives are based on 

the needs of the customer, end users, organization, and process implementers. Quality and process 

performance is understood in statistical terms and is managed throughout the life of processes.  

For selected subprocesses, specific measures of process performance are collected and statistically 

analyzed. When selecting subprocesses for analyses, it is critical to understand the relationships 

between different subprocesses and their impact on achieving the objectives for quality and process 

performance. Such an approach helps to ensure that subprocess monitoring using statistical and 

other quantitative techniques is applied to where it has the most overall value to the business. 

Process performance baselines and models can be used to help set quality and process performance 

objectives that help achieve business objectives.  

A critical distinction between maturity levels 3 and 4 is the predictability of process performance. At 

maturity level 4, the performance of processes is controlled using statistical and other quantitative 

techniques and predictions are based, in part, on a statistical analysis of fine-grained process data.  

Maturity Level 5: Optimizing  

At maturity level 5, an organization continually improves its processes based on a quantitative 

understanding of its business objectives and performance needs. The organization uses a 

quantitative approach to understand the variation inherent in the process and the causes of process 

outcomes.  

Maturity level 5 focuses on continually improving process performance through incremental and 

innovative process and technological improvements. The organization’s quality and process 

performance objectives are established, continually revised to reflect changing business objectives 

and organizational performance, and used as criteria in managing process improvement. The effects 

of deployed process improvements are measured using statistical and other quantitative techniques 
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and compared to quality and process performance objectives. The defined processes, the 

organization’s set of standard processes, and supporting technology are targets of measurable 

improvement activities.  

A critical distinction between maturity levels 4 and 5 is the focus on managing and improving 

organizational performance. At maturity level 4, the organization and work groups focus on 

understanding and controlling performance at the subprocess level and using the results to manage 

projects. At maturity level 5, the organization is concerned with overall organizational performance 

using data collected from multiple work groups. Analysis of the data identifies shortfalls or gaps in 

performance. These gaps are used to drive organizational process improvement that generates 

measureable improvement in performance.  
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8.6 Appendix F – Processes and ITN organization chart 
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