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Abstract

Against the somewhat skeptical theor etical background of Mintzber g sanalysis of
theriseand fall of strategic planning(1994), this article made the obser vation that
the Swedish Television Corporation (SVT) at one stage had three planning systems,
onefor each of thethree culturesthat Engwall (1978) claimed wer e typical of media
companies.

It all dependson what you mean by planning and planning systems,
of course. In thiscase, planning means any formal analytical processthat involves
‘thinking about the future’ and ‘integrating various decisonsrelated strategies for
thefuture’'.

With planning thusloosely defined, it can be argued that the
professional culturein SVT, the public serviceideologists, have produced one
system, the processes that lead up to the Public Service Evaluations. Thesearea
thor ough assessment of the extent to which the public service mission has been
fulfilled during each year of review. The emphasisison ex-post evaluation, but to
the extent that these statistics are used in program planning, the focus may also be
on future programming strategies.

Thetechnical culturein SVT has produced a series of
innovations, especially related to access and distribution via the Inter net, which all
could be seen astheresult of a second appr oach to thinking about the future. Here
innovationsrelated to e g high definition TV and a host of other technical
development work was disregarded, for the sake of smplicity.

Finally, the administrative culture, management, produced a
planning system, by and large modeled after the Balanced scor ecar d appr oach
(BSC), stating the overall programming goalsin market terms (reaching a young
segment of the public). Thisgoal-oriented planning system in SVT seemed to share
the strengths and weak nesses of most other strategic planning system.

In the discussion, it was ar gued that some sort of conver gence of
these planning systems, based on stakeholder claims, programming tar gets or
development of Internet serviceswould be desrable, to achieve mor e of what
Mintzberg called ‘integrative decision making'.
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Stakeholder Claims or Programming Tar gets

The Balanced Scorecard (BSC) in
a Public Service Media Firm.

The Baanced Scorecard and its possible application to media firms have been
presented at international conferences (Habann and Dimpfel 2002). Studies have been
made concerning the application of multi-dimensional performance management tools,
such as the BSC, in media firms (Sigfridsson 1993; Anding and Hess 2001). The full-
fledged implementation of a BSC management control system in a not-for-profit
environment still seems like a challenging area for research.

As Sveriges Television AB (SVT), the Swedish public service television corporation,

operating two general channels and several niche channels, recently decided to implement a

BSC system, the authors took the opportunity to study this innovation process. We wanted to

know more about the following research questions:

- What was the motivation for a public service mediafirm to adopt the BSC?
- How doesthe BSC work in a non-profit media context?

- Does its application really lead to the favorable results on effectiveness that Kaplan

and Norton contend in their writings?
- Doesit really lead to organizational change?
- What are possible ssumbling blocks when implementing the tool?

- What alternative designs of the BSC would have been possible in the public service

media firm?

Purpose and methodology of the study

The BSC appears to be a concept that is surrounded by numerous normative claims, e g

facilitating change and organizational learning, whereas the empirically grounded statements

are still few. As the opportunity to sudy a case company offered itself, the present paper is

guided by awish to contribute to the body of experience regarding the diffusion of managerial

innovations such as the BSC (Rogers 1995 and Engwall & Pahlberg 2001).



Understanding diffusion is a key to understanding change in organizations.
Implementing a BSC control system may therefore be considered as a strategy for increasing
organizational competitiveness and effectiveness. One knowledge gap about the BSC is its
possible application to not-for-profit environments and to media firms (Oster 1994).

Against this background, the purpose of the study is to understand how and why
a BSC isimplemented in a not-for-profit public service media firm.

Given the close connection between the diffusion of managerial innovations and
organizational change, thisis done within the overall aim to extend our general knowledge of
how managerial ideas spread and of diffusion processesin the media industry in particular.

The methodological approach of the study is to analyze the internal
documentation, provided by SVT, and to interview key staff responsible for the design and
implementation of the BSC in the company. The first person interviewed was the Director of
Strategy in the company, Per Vidar Lundberg, and concerned, primarily, the diffusion aspect’.
Where and how did the idea of a BSC in SVT originate? Who were key actors in the process

leading up to an adoption decision? Which problems occurred in the implementation process?

Theor etical foundations of the study

Diffusion of innovation studies provide a general theoretical background for this study,
sometimes described as a process of organized imitation where firms adopt new idesas,
systems or rhetoric patterns because they have been adopted by role models in the industry
(DiMaggio and Powell 1991). A diffusion perspective in management means the study of
processes through which managerial innovations move across organizations. These processes
can be concelved of as linear, rational and controllable processes (Bjorneak 1997; Bjorneak &
Olson 1999; Mami 1999). They can also be seen as complex organizational processes where
individuals interact and create cross-structural networks (Borum and Christiansen 1993). The
change agents in this process may be management consultants or organizational gurus
(Czarniawska and Sevon 2005). The creators of the BSC have been key actors in such a
process, packaging and marketing a system of performance measurement and strategic action,
rather than inventing much new (Kaplan and Norton 1992, 1993,1996, 2001, 2006). Thereisa
lack of knowledge on how new management tools diffuse (Wenisch 2004).

! Theinterview took place on March 8, 2007 and lasted three hours.



To some degree, theories of organizational change will be drawn upon. There
seem to exist several schools of thought concerning organizational change. Burnes (1996)
identified two major approaches.

One approach to organizational change can be labeled ‘a planned approach’.
Change is seen as a planned sequence of pre-determined steps to be followed in the change
process, e g the basic model of unfreezing the present condition, moving to a new set of
conditions, refreezing the new conditions.

Another approach to organizational change, Burnes suggests, is an ‘emergent
approach’, where change is seen as a continuous unpredictable process, driven by
organizational instability that management tries to handle through incremental modifications
and adaptations. This is aprocess of learning that is more bottom-up than top-down.

It is fairly obvious to the researchers that the BSC concept of change shows
close affinity to the first approach, the idea of planned change. In a media firm, these
assumptions about the nature of organizational change underlying the BSC seem problematic,
given the media employees sense of belonging to a ‘creative identities sector’ (Aris &
Bughin 2005; Hartley 2005).

Another theoretical foundation for this study are theories about efficiency and
effectiveness in a public service media firm. A general four-dimensional view of
effectiveness in the public service media firm is one where management has four functions
(Tjernstrom 1999):

1) to secure enough resources for the public service operation. Here, it is assumed that a
political level makes decisions about resources, but that these decisions are influenced by
various interest groups and that the organizational legitimacy of the public service media firm
is one factor affecting decisions on resource allocation to various institutions in the public
sector.

2) to secure the efficient use of resources alocated to the public service media firm. Since the
goal structure is complex and products are not sold on a market, it may be difficult to
ascertain whether this dimension is sufficiently taken care of. Yet, this type of production
efficiency goal is omnipresent in the evaluation of overall effectiveness of the public service
media firm.

3) to manage to adapt to changes in the environment, to meet claims made by important stake-
holders, to assess the effects of competing market-oriented media firms on the activities of the

public service media firm is a third function of management in a public service media firm.



The capacity for organizational change seems to be a vital dimension of effectiveness, given
the rate of technological and institutional change in the media sector.

4) to protect ‘vulnerable values' in public service broadcasting (Blumler 1992a, 1992b,
Blumler and Hoffman-Riem 1992; Wolton 1992), i.e. manage to identify, develop and protect
the core values of public service. The differences in core values between the commercial
media firm and the public service media firm have been spelled out by Croteau and Hoynes
(2001). They work within the constraints of the US media system, yet identify divergent
motivations and values in the two types of media firms, an analysis gpplicable also to a
European tradition.

A fifth dimension could be added to this four-dimensional structure, a

dimension that relates not to the quality of decisions, but to acceptable (democratic) decision
making processes.
5) The central position of the public service media firm in the production of news and culture
in a country demands an open and transparent type of management, and requires leaders who
can justify decisions before staff and in the public debate. Decision making in the public
service media firm must involve many people to gain legitimacy (Tjernstrom 2002).

The adoption and implementation of a new system for performance
measurement and strategic management may relate to al these dimensions of effectiveness,
increasing the legitimacy of the public service media firm, improving the efficiency with
which resources are allocated internally and used in production processes, strengthening the
impression of introducing management systems perceived as new which have been adopted
by other (excellent) firms, by an increased focus on a corporate vision and the core values of
the public service operation, and finally, introducing a transparent decision making process
(Prahalad & Hamel 1990).

Much has been written about planning and planning systems. This article
is not an attempt to contribute to a deeper theoretical understanding of these concepts, it
is to be read as an attempt at reflection around what we mean by planning or strategic
planning in a public service context, using the efforts of the Swedish Television
Broadcasting as an example of what can be done in this direction. The article may be
read as a ‘critical analysis' of the planning system under implementation, but also as a
‘success story’ of progress made in management’s efforts to prepare for the future of
public service broadcasting.

The bulk of the article is about the goal-oriented Balanced Scorecard
inspired strategic planning effort, but two other activities are drawn into focus, the



increasing development of Internet services and the public service evaluations made to
contribute to our knowledge about the extent to which the more complicated public
service goal structure is achieved. These other activities are in this article also labeled
‘planning systems’ and towards the end of the article, suggestions are made to integrate
the three activities into an integrated decision structure.

What is planning anyway?

Mintzberg (1994) gave five answers to this question:

- Planning is future thinking, simply taking the future into account.

- Planning is controlling the future, not just thinking about it, but acting on it.

- Planning is decision making, determining in advance what resources are
required to reach agoal.

- Planning is integrated decision making, focusing on the interrelationship among
decisions

- Planning isaformalized procedure to produce an articulate result, in the form of
an integrated system of decisions, a disciplined effort.

All these definitions have their advantages and flaws. The first definition includes any
type of managerial work, what organizational activity does not in one way or another
take into account future implications? Planning becomes synonymous with
management. The second definition is somewhat more complicated, it deals with
efforts to design the future, to exercise control over future events, even making efforts
to replace the effects of the market. Planning as a process may, using this definition, be
distinguished from forecasting or estimates, requiring a degree of freedom of choice.
Again, planning becomes more or less the same thing as any management activity. The
third definition involves decision making that takes the future into account;
commitment of resources to reach goals for the future. However, what reasonably
important decision is made without this future consideration? We are back to the first
definition, where every activity of management in any organization may be called
planning.

No doubt, Mintzberg has some sympathy for the fourth definition, where

the focus is on the interrelatedness of various decisions, the fitting together of ongoing



activities to a meaningful whole, getting a commitment around which already available
courses of action get organized. This view of planning, Mintzberg points out, also takes
us into the realm of strategy making, organizing various kinds of decisions into some
sort of fundamental order. Y &, if planning turns into making a choice of one course of
action over other alternative courses of action, it is clear that this choice can also be
made, applying what some call managerial intuition, not planning. This definition
therefore turns out to involve planning’ s approach to strategy making, the search for
patterns (Whittington 1993).

With the fifth and last definition, we see the contours of planning more
clearly. Planning involves some sort of rationality, systematic or formal planning as
contrasted with more intuitive processes. Planning becomes a structured and
professional mode of policy making, an effort to supply structured rationality. Both
analysis and articulation are necessary ingredients, as is synthesis.

Summing up various approaches to strategic planning then would seem to
involve ideas about organizations having to plan to coordinate their activities, having to
plan to take the future into account, having to plan to be rational, having to plan to
control, and maybe having to plan to proceed, monitor and evaluate (Mintzberg et al
1998).

Severa staff members are involved in these effortsto tackle the future.
These may, however, have different educational and professional backgrounds and may
not necessarily see things the same way. They share different cultures of the media
organization.

M anagement of three culturesin a public service media firm

Engwall (1978) studies the internal division of media organizations and distinguishes
between three distinct cultures:

- mediaprofessionals

- technical gtaff

- management

Those within the organization have to make decisions subject to different constraints,

and to cooperate according to roles allocated to them in the intra-organizational game.



Those outside the organization represent the pressure made on the organization in terms
of legal and political authorities (and owners), economic pressure defined by the
owners and also exerted by unions and suppliers, pressure from various audience
groups, including advocates demanding particular types of programming.

The concept Management may need some precision. One definition is
based on the division into these three cultures or groups of staff. One group consists of
those who are actively involved in the production of the media message — the media
professionals. The other group consists of those who supply the technical means of
production and distribution — the technical staff. The rest of the staff in a media
organization would then be regarded as managers. This is a very wide definition that
defines as ‘managers’ a great number of people; this makes sense in terms of cultures.
People who work with e g finance, human resources, marketing, communication would
all adhere to a sort of managerial culture rather than a technical or media professional
culture.

The other extreme definition is a legal one where only the owners
representatives and top executives count as Management: the CEO (or Director
General) and the Board of Directors who are responsible to the Annual General
Meeting where owners have the power to express renewed confidence in elected
members of the Board or to replace them. The Board of Directors can in a similar
fashion exercise their power concerning the choice of CEO whenever Board members
feel achangeiscalled for.

In between lies a definition where as Management count the afore-
mentioned top executives plus what could be called the Management Group, the people
that lead the various managerial functions mentioned in the first wide definition and
most likely includes the Chief technical officer and the Director of Programs, i.e. the
Chief media professional, and possible those responsible for important genres and
major development efforts. This group would then as a collective be assigned the
particular function of managing the organization.

This is the definition of Management used in this article: hopefully it is
neither too inclusive nor too exclusive. And it corresponds to realities in many public
service media organizations. Decisions are made in a collegiate form where those
responsible for different managerial functions have a say — this disregards the obvious
fact that the CEO is responsible for those decisions before the Board and has to bear
that responsibility legally and personally (the CEO may have to resign because of



decisions made even if they were heavily influenced by his subordinates in the
Management team).

A simplified model of the media organization in a field of social forces
can be constructed that reflects the position of the article: (figure 1).

Figure 1: The media organization in a field of social forces (based on McQuail, Engwall and

McManus)
Sources
THE MANAGEMENT GROUP
Economic/ [Managerial functions  Technical functions Media professionals | Social/
financial political
pressures pressures

Audiences

This article is based on a case study of the Swedish Television Corporation (SVT) and a
brief presentation of the company seems valuable for understanding the context in
which planning efforts are made. Sveriges The Swedish public service television
corporation, offers a wide range of programming. The official start took place
in 1956 and in 1969 a second national channel was added.

Swedish Television Cor poration (SVT)

SVT operates six channels - five national, SVT1, SVT2, SVT24, SVT B (achildrens’
channel) and together with UR, Kunskapskanalen, and one international, SVT Europa.
SVT aso operatesthe channel SVT HD which offers HD-productions simulcast with
other SVT channels. It is broadcast via the satellite operators Canal Digital and Viasat,
the cable operator Com Hem and parts of the terrestrial net (Stockholm, Uppsala,
Vasterds). All SVT channelsare digital only. All are distributed viathe terrestrial net as
well asvia digital satellite, digital cable and broadband (IP TV).
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In late 1997, SVT started broadcasting via satellite to Swedes living in
Europe outside Sweden. SVT Europa offers Swedish productions in real time to
Swedish-speaking viewers in Europe, Asia, Australia and Africa. The transmissions are
digital.

The corporate structure is a limited company owned by a foundation. It is
financed by a compulsory license fee for possession of a TV-set. In 2008 the fee is
2.032 SKR (approx. 200 Euro) a year.

SVT programming is subject to the provisions of the Radio Act, to terms
set out in the charter between SVT and the state as well as internal programming
guidelines. The charter guarantees SVT’s independence from all pressure groups,

political, commercial or otherwise.

One of the most important items in SVT’s mission laid down in the Radio
Act isthe watchdog role, "to scrutinize authorities, organizations and private firms
which exert influence over policy affecting the public, and cover the activities of these
and other bodies’.

SVT programming is non commercial. Advertising is not allowed but
sponsoring of sports events is. The programming covers the whole genre spectre. SVT
seems to enjoy a high degree of legitimacy.. Approx 90% of the 3.4 million Swedish
households pay the license fee. Viewing time (approx. 154 minutes per day) is fairly
stable despite an increasing number of Swedish and international commercia TV
channels. In 2008, SVT channels still draw some 36% of viewing time. During prime
time (6-11 p.m.), the share is even higher (41,3%) (Source: svt.se/about us).

Technical development involves a new strategy for the I nternet

The increased use of the Internet among Swedes has stimulated an expansion of the
services of the SVT on the Internet. A substantial share of the Internet usage refersto
e-mail and information-seeking activities, but more and more of trade and banking
takes place on the net (74% according to a 2006 survey - MedieSverige 2007). 28% of
those using the Internet claimed to be listening to the radio or watching television, an
increase from 15% in 2003. On an average day in 2006, 62 % of the population
between 16 and 74 years of age used the Internet, compared to 21 % in 1998. Y ounger
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people used the net more often than older persons and men were more active than
women. There are also socio-economic differences; people with more education use the
net more often.

Time spent increased from an average of 50 minutes per day in 1998 to 90
minutes in 2006. Y oung people (15-24 years) spend an average of 132 minutes per day
in 2006, but usage is increasing among older age brackets also. Older people (65-70
years) spent an average of 24 minutes per day in 1998 and 50 minutes per day in 2006.

SVT (and the other public service companies) have developed their
Intenrnet presence since the mid-1990s. SVT established its web site in 1995
(www.svt.se), adjusted according to the Web Accessibility Initiative for better access.
This means that the web sites should be easy to understand and easy to navigate on. In
2005 there were some 450 web pages with information on SVT as a corporation, on the
programs, news and other services. Half of the content could be characterized as film,
drama and programs targeted to children. Culture and documentaries also form a
substantial share of the Internet content.

Most of the svt.se content consists of material from programs that were
already transmitted, but there isalso content accessible only on the Internet, eg
material that could not be fitted into the original program format. Some programs are
also sent live over the Internet. In 2007 there were some 300 such occasions. Most of
these were sent within the framework of the concept * 24 direkt’ with a political and
cultural focus. Some of these live broadcasts on the I nternet covered sports events and
entertainment, such asthe Eurovision Song Contest.

The programs can be watched streamed in ‘SVT Play’ aservice that SVT
launched in 2006. ViaSVT Play some 2,000 hours of television programming was
available in 2007. In May 2008 a new service was launched on the Internet — Play
Rapport — a news service with a continous updating of news stories and background
information and analyses in connection with news items. Some of this material is
adjusted for use in mobile phones that are connected to the I nternet.

Other SVT Internet servicesinclude ‘chat for 8 where the audience can
communicate directly with people who have participated in televised programs. In 2007
there were on average three such opportunities each week.

In 2007 there were on an average day some 225, 000 visitors (per week
some one million). Each visitor opened on average eight pages and stayed on svt.se
some eight minutes. SVT Play was opened some 153 million times during 2007.
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This development has not come about by chance, but through the
systematic efforts on the part of management, or specifically SVTi, a development
branch within the SVT corporate technical function. The Internet activities of SVT
have been awarded various prizes for keeping abreast with customer needs (the
magazine I nternet World). The head of the development division is a member of the
management team. In this article, this development effort is regarded as part of a
corporate strategic planning context, as the contribution of the technical culture to the
innovation and change of the public service organization (source: SOU 2008:64).

The professional approach - The public service evaluations

Since 1998, SVT has been required to deliver evaluations each year of the extent to
which the complicated goal structure set up by Parliament has been accomplished. The
primary purpose of the evaluations was to get more insights on the political level into
how the company works to achieve those goals. Another purpose was to serve the need
of the public to have material on which to base a public debate on public service
broadcasting. The government noted (in 2000) that the evaluations had been useful for
analyses of public service operations on the political level, but had not been quite as
useful for public debate. As a result, SVT simplified the structure of the statistical
evaluation, making it easier to use the material in a public discussion on television.
The public service evaluations intend to answer the following questions:
- What is the diversity of programming output in terms of genres, scheduling
over the year, over weeks and over days?
- To what extent are the official intentions met regarding the programming of the
company, seen from the point of view of the audience?
- How do viewers use the programming output? How does it value different kinds
of programming?

- How doesthe SVT use its available resources?

The goal structure in these evaluations for 2006 consists of 43 (!) goals established by
Parliament. Some are very general in nature, e g respecting the privacy of individuals,
restricting violent programming, supplying diversity in programming of high quality,

reflecting life in the whole country, securing adult education, respecting the integrity of
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the Swedish language. Other goals may be quite specific, e g that the regional (outside
the capital) production must exceed 55 percent of total programming, that the
‘outsourcing’ of programming to independent producers must not (!) exceed the level
achieved during a given base year (2001), that at least 50 per cent of original programs
be subtitled (for the benefit of the hard-of-hearing), that 99.8 per cent of the population
should have access to broadcagts, or that the diffusion of programs in the indigenous or
minority languages (Sami, Finnish, Meéankieli, Yiddish, and Romani Chib) should
increase.

The evaluation is basically structured in accordance with this goal
structure for the company as a whole:

1) A review of programming along organizational and genre lines is given first, to
establish a general overview of public service television, including some of the
many statistical and methodological problemsthat need to be taken addressed in
order to clarrify the statistics that follow.

2) A specification of programming for which specific goals have been formulated,
e g programs for young people, programs in minority languages, programs for
the disabled, adult education programs, election coverage, regional programs,
and international coverage.

3) Certain goals relating to all kinds of programming are dealt with separately, e g
goals concerning the equality between the sexes, the overall quality of
programming, or the right of government agencies to publish brief ‘bulletins' on
the rights and obligations of citizens in various areas of life, on the media
accountability activities in the company, on productivity or the efficient use of
resources.

4) Detailed satistics are presented in an appendix — 88 tables - on goal
achievements in 2006, compared to 2005 and, to give a more distant reference,
for 2001.

5) Finally, titles for programs exceeding 2 minutes and the program schedules for
the main channels are listed in two other appendices.

Thisgoal structure, with the ten-year experience of compiling statistics illuminating the

degree of goal achievements, seems to the authors of this article to present an attractive

strategic structure. More about this in the final discussion.
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A Managerial approach — The Balanced Scorecard (BSC)

This section outlines the basic structure of the BSC implemented in the Swedish public
service media firm, following a board decision on a system of strategic management in
December 2005. This system was to based on four ‘core values which were also
established by the board:

Audience focus

Independence and relevance

Courage and creativity

Value for money

The system involves strategies along four perspectives.
- Audience

- Programming

- Resources

- Development

For each strategic perspective, goals are formulated for the period ahead, and
evaluations and performance measurements are identified. The time perspective is
three-year planning periods and annual revisions of strategy.

The pronounced aim of the BSC implementation in SVT was to increase
focus on important issues, to simplify communication among programming units, staff
functions and management, enhance delegation of authority, stimulate learning, bench-
marking and increase efficiency (Internal SVT document 1). The company also hoped
to achieve better choices between alternatives in programming profiles (Internal
document 2).

The Design of the BSC in SVT

The authors have had access to internal documents describing the structure of the BSC
system in SVT and the results obtained by each (programming) unit in the company for
2006. The following section on the design of the system is based on these documents.
Sections on the implementation of the BSC system is based on interviews with the
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project leader responsible for the project and persons whose performance has been
evaluated inBSC terms.  The BSC system introduced in SVT consists of ‘ score cards
onthree levels:

- The Management level

- Thelevel of genre and divisions

- Thelevel of programs and departments

For each level, goals are defined along the four perspectives (audience, programming,
resources, and development). A Master Card is designed where management sets goals
for the following year; it is up to division and genre heads to break these goals down
into operational goals for program genres and divisions. Methods for measurement are
given in some detail to standardize the use of indicators.
Audience targets for athree-year period (up to 2009) are set as.
- increasing the overall selection of SVT programs in the 20-44 year age bracket
(main audience target)
- increasing the knowledge about SVT programs and services
- Atleast four out of five people asked should find SVT programs informative
- At least two out of three should find SVT programs entertaining
- At least three out of four should declare great confidence in SVT
- Every week at least four out of five tv viewers should be reached by something
from SVT programs (Internal SVT document 3).

Programming targets require increased knowledge about the tv audience in Sweden,
development of established series and the creation of new concepts directed at ‘young
adults. Regional programs are also to be developed further to reach programming
targets, defined as:
- Programs directed at the 20-44 year age bracket should be given priority (main
programming target I)
- SVT regional programming should be increased. (main programming target I1)
- SVT programming should involve more diversity than that of any other tv
company
- SVT channels should be judged as ‘best’ in more areas of programming than in
2006. Overall, SVT programs should be evaluated by high and stable scores
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- SVT programs should increasingly be available a different times and on
different locations

- Text (subtitles in Swedish for the hard-of-hearing) should be used more
extensively than in 2006. All that can be sub-titled should be sub-titled.
(Internal SVT document 3).

To increase efficiency in the use of resources, creativity, flexibility and cooperation
with external partners is required. A flexible production process should also increase
adaptation to changes in the environment. SVT should be evaluated as an attractive
workplace for creative and qualified staff, and partners should feel that SVT is a
reliable actor in the tv market. Cost-effective production methods should be used,
taking advantage of new digital technology. Targets for the Resour ce per spective up to
2009 are:

- The cost-per-hour of original programming should decrease by two percent
annually (main resource target)

- The share of tota resources devoted to programming should increase on an
annual basis, and a correspondingly lower share be devoted to distribution and
administration

- The share of programming expenses for non-news programming that is devoted
to outside production and cooperative projects should increase

- SVT should in independent evaluations be considered the best workplace in the
TV market

- SVT should increasingly cooperate with its sister companies (for radio and
education) (Internal SVT document 3)

The Development perspective involves among other goals the use of simplified
production methods and the continuous development of creative and other human
resources. SVT wants to speed up its creative process, move more quickly from the
idea stage to execution of program ideas. The following targets were set for 20009:
- The share of production using simplified methods (as defined separately) should
be increased (main development target I)
- The share of viewers who find SVT:s programming innovative should increase
(main development target 11)
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- Theresources devoted to program development should increase on a continuing
basis and reach 4 per cent of the total budget by 2009.

- To make use of internal and external competence, SVT should establish new
patterns of cooperation and networks

- Quality should be secured on a contractual basis between buyer and provider in
the tv market. At least half of SVT external productions should be evaluated by
the SVT evaluation procedure.

The Master Card, on the management level, summarizes main audience, programming,
resource, and development targets and reiterates other targets for each perspective. In
Genre cards, these targets are repeated and broken down into more detail. For Children
3-12 (agenre), these broken down targets are
o for the Audience perspective: increased ratings for children during prime
time, defined as 18-19.30, increased reach in selected areas, and more
easily acceccible ‘family programs
o for the Programming perspective: increased interactivity, replacement of
half the present set-up programs, increased regional productions of
children’s programs, increased character of ‘ being contemporary’
o for the Resource perspective: increased productivity by 2 % annually
o for the Development perspective: increased share of programs produced
by ‘simplified technology’

For each perspective relating to the genre, Activities and desired Effects are defined, e
g activities and effects concerning ethnic, gender and cultural diversity.

The actual performance measurement for the trial year was designed to
include ‘traffic light’ metaphors, with green light symbolizing achieved goals for the
period, red lights indicating goals that were not achieved, and the yellow symbol
connotes goals that have been achieved partially (e g the activity has started, but is not
completed yet) and that the process is going in the right direction. An additional blue
symbol referred to an activity or process that was not possible to measure, or that
material is missing either on the part of the business unit or on the part of the Strategy
Department.

The Motivationsfor Adopting the BSC
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The BSC project leader, Per Vidar Lundberg (PVL), points to changes in the media
environment demanding a focus on strategic goals and performance. Above dl, it is a
guestion of the increased competition in the media sector that requires tools to link
activities to strategies — the BSC is such a tool. The BSC may also increase
management focus on long-term as opposed to short-term goals.

The primary motive for introducing the BSC — or Goal-Based Control as
the system is referred to internally — was, according to PVL, the wish on the part of
management to get away from the increasingly detailed instructions on what to
accomplish during a particular year or contract period. These instructions together form
a complicated goa structure for the public service media firm, formulated by
Parliament. A pet idea was to impress upon the authorities that the political level should
formulate strategic goals only and that the realization of strategic goals should be left to
the management of the corporation within the framework of the BSC system. The BSC
should be the vehicle for avoiding too much of such direct control. This motive for the
BSC has apparently failed so far, in the sense that the detailed goal structure remains in
operation, despite the apparent blessing of the new Goal-Based Control system on the
part of the political level. More on this goal structure in the final Discussion section.

Adaptationsto M ake the BSC Fit a Not-for-Profit Media Firm

PVL declared that the BSC enables management to introduce a more transparent and
open style in its control of company operations. The BSC may induce changes in an
organization that is not used to focus on performance and results. What management
wants to accomplish is to create a new organizational culture, focused on results and
not on production per se. This is important in a public service operation that has long
been allowed to neglect the idea of performance and performance measuring. In the
new competitive situation, thisis avital areafor change, PVL says.

The need for open decision processes and performance measurements
have made something like the BSC necessary, not least in a not-for-profit media
organization. Of course, adaptations have to be made in relation to the original sketch
by the inventors of the system. Much like Kaplan and Norton, in their analysis of the
applicability to the not-for-profit firm, PVL realizes that the nature of the financial
perspective changes, from a top position in the internal goal structure to afunction that

only determines relevant constraints for company operations.
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Favorable Results of the BSC

Not unexpectedly, PVL asserts that the BSC, aready in the first year of
implementation, has had favorable effects in areas like internal strategic
communication, the ability to communicate goals and strategies to the management of
SVT ‘business units' (programming and supporting units). Middle managers will to an
increasing extent be able to relate their own unit’s activitiesto corporate strategies.

A link has been developed between the BSC system on the corporate level
and the Human Relations process — typically involving personal evaluations annually.
This link has introduced into the BSC control system a concrete relationship between
corporate strategy and personal and other forms of development on the business unit
level. A BSC system, however, requires an organizational culture that is performance
oriented, PVL reiterates.

The BSC and Organizational Changein SVT

WEell, organizational change is obviously not something you achieve by pushing a
button, nor by introducing a new management control system, PVL admits. Introducing
‘learning processes into an organization will remain a long-term target. The BSC
system is initially perceived as an administrative process, not something that directly
relates to the programming activities of the company. However, as results of
performance measurements start appearing, many middle managers who may have
regarded the system as just another species of increased bureaucracy, realize that they
are about to be documented as ‘failures (failures to achieve strategic goals for
audiences, programming, resources, and development). The red light symbol for failure
is something middle managers start fighting to avoid, once they realize the transparency
of the performance measurement system. (More about the traffic light symbols
employed in the evaluation of strategic goals later)

Stumbling Blocksin Implementation

It is not easy to persuade leaders of day-to-day operations, busy with the demands put
on them by short-term considerations, to allocate enough time for long-term strategic
projects. This is natural in any type of operation, says PVL who has a background as a
consultant, presumably in many different types of industries. Additional resources, e g

in the form of internal consultants, are necessary.
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Another stumbling-block in the implementation of the BSC was the
perception of this tool as an MBA invention, nothing that directly relates to
programming (compare Underwood 1993). For a public service media firm, there is a
traditional aversion to applying administrative, ‘business smelling tools, e ¢
guantitative measurement of performance, to an environment managers and staff alike
perceive as ‘creative’. There is a strong risk of a ‘clash of cultures’ here, between
centrally placed staff functions and middle managers responsible for operations,
content, i. e. programming.

If there is no corporate vision to serve as the basis for the formulation of
goas on other levels, the BSC project is impossible to implement, PVL states. He
proudly points to the document entitled “SVT — Free World Class Television. Strategy
for 20097 and claims that this document has been a strong pillar of the BSC system. All
concerned have been able to learn more about corporate strategies.

The major stumbling block is potentially the attitude of top management
to the BSC system, PVL admits. The present system was supported by top managers
whose term expired the previous year, and the continued support of the new CEO is a
must for future success. The new CEO has a record of successful leadership in several
key programming areas like news and entertainment respectively, but has no
administrative experience from e g HR or finance. She, Ms Hamilton, has become
increasingly involved in the development of the BSC system, PVL comments. If thisis
wishful thinking or a result of some heart-felt conviction on the part of the new
leadership is impossible for the researchers to establish. Maybe it is but a spell cast

around the new CEQO?

Alternative Designs of the BSC

We have, indeed, adapted the original BSC structure to fit our type of operations, to
focus on what we feel is the necessary in our company, e g audience (not
market/customers), resources (not finance/shareholders), programming (not internal
processes). Finally, we accepted ‘development’ as a proxy for HR activities linked to
performance measurements. Development, in the sense research and development in

terms of production methods, is more difficult to establish routines around, since these

2 2009 is the end of the present contract period. The original title of the Vision document isSVT. Fri television i
vérldsklass. Strategi mot 20009. It is designed as a 24 page brochure, easy to digest and serving as a tool for
communication.
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activities are very much integrated into production itself. PVL realizes the slight
confusion between ‘internal processes’ in the original Kaplan and Norton system and
‘resources and ‘development’ in the SVT version, but maintains that these adaptations
seem to have been accepted by middle managers. The BSC system must be easy to
communicate, he concludes. “If you cannot explain the value of the system in two
minutes, nobody is going to go on listening, these are the hard facts of implementing a
managing control system”, PVL concludes.

As students of management in public service broadcasting media firms,
we were questioning the fact that the comprehensive system of statistical evaluation of
programming targets, as established in the complex official goal structure (‘Public
service evaluations') had not been made use of in designing the BSC scorecard
structure. PVL claimed that this was due to the administrative setup for those statistical
evaluations, required by Parliament, administered by the supervisory body, the Board
of Radio and Television. The design of the public service evaluations had been
established and was not possible to change in the short run. In the future, SVT will
make an effort to integrate the two processes, he explained.

Observations

Our observations can be summarized under two headings. General impressions of system
design and Ease of Implementation. The possibility of applying alternative solutions is linked
to the aforementioned, previously established system of media accountability, the so called
public service evaluation. This discussion winds up the paper.

General impressions of system design

The Business-oriented BSC system has been skillfully designed and adapted to the not-for-
profit environment in which SVT operates and to the media business. The main structural
adaptation is the set-up of score cards that focuses on audience targets (primarily in the 20-44
age bracket), identifies programming as atool to reach audience goals (e g increasing regional
programming), recognizes resources as constraints that need to be eased (2% annual reduction
of production costs and reducing distribution and administration share of costs). Finally, the
development score card links strategy to R & D activities (share of production using
‘simplified technology’) and HR processes (the system of personal evaluation that can now be

based on the traffic light performance measurement).
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The traditional Finance scorecard focusing on how shareholders view the
company has been replaced by a Resource scorecard that identifies the need to ‘increase

resources by cutting production and other costs.

Ease of Implementation

What struck the observer of the new SVT management system, based on the BSC concept,
was the effort made at simple, easy-to-understand procedures. Organizational change should
start with changing ‘behavior’, then proceed to establishing ‘processes and findly to
developing the full-fledged ‘control system’. Starting at any other end leads to failure — this
was the message that was repeated over and over. The BBC system that we looked into was
useful as something to avoid, at least in the SVT setting, the SVT strategist kept saying. And
the performance measurement system, with the traffic light symbols, was about as easy as
could be.

Another feature in the implementation of the system was its openness to change.
Some performance measures were not possible to obtain during the first trial year, this could
be established at the review of performance in business units. These measures were then
redefined or dropped. Obviously the actual acceptance of measures as a basis for evaluation
was important to those responsible for implementation. Kill your babies or fail to gain
acceptance.

Acceptance, indeed, seems to have been a problem, according to some of the
people that were responsible for the actual implementation of the BSC system in the
programming units of the corporation. The system was widely seen as an outside invention,
not suitable for a public service media firm, despite the obvious adaptations made to fit this
particular environment. It overstates the need to meet the particular claims of some audience
groups, notably those of the relatively young age bracket. High quality, not youthful touches
per se, seems to be what programming units would prefer to see as goals for their activities.
The core values of public service broadcasting should be put in focus, not commercially
relevant audience targets — this seems to be a fair summary of the internal critique that we
were able to listen to. The relative ease of implementation seemed like more of an obstacle to
safe-guard these core values than a tool to focus on the real strategic issues that different
stakeholders make claims on.
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The diffusion of a management tool

The project leader and key actor in implementing the BSC in the corporation had a
background in management consulting in arange of business sectors. This seemsto add to the
difficulty to immediately accept a new management system in SVT. Despite adaptation of the
system to the conditions that a public service media firm works under, it was felt by many of
the internal observers that this was not a system invented here, for public service
programming purposes. It seemed difficult to accept the SVT strategist, perceived as an
external consultant, as a much-needed vehicle for organizational change; it seemed easier to
reject an outsider, and with him ideas that were not suitable for the complex realities of public
service broadcasting. Resistance to change, some may label this, apparently typical for not-
for-profit environments. The diffusion of new management ideas may proceed at arelatively
slow pace in the media firm, but the idea of new management tools will ultimately spread,
there seemed to be a certain consensus about that (Engwall and Pahlberg 2001).

Discussion of alternative solutions

We raised the idea with the SVT Strategy Department of designing a BSC system of
management based on the structure used in the system of public service evaluations instead.
This was apparently something that the present project leadership had considered but rejected,
at least for the first trial year.

This goal structure, with the ten-year experience of compiling statistics
illuminating the degree of goal achievements, seems to the researchers to present an
alternative BSC structure, starting with the actual goas formulated on the political level, then
moving towards a vision formulated on the corporate level and contributions towards targets
defined for the different business units. The present BSC system that has been tried for a year
lacks this link to the externally formulated goals, that we see as stakeholder claims, and as we
have seen instead starts out with audience targets, defined in commercially relevant terms,
reaching so and so large a share of certain audience segments. These goals, however relevant
for a commercial broadcaster, are not the goals that have been defined by Parliament for the
public service broadcaster.

In other words, our critical review of the BSC system under implementation,
ends up with the advice to the Strategy Department to look into the available media
accountability system — the public service evaluations that have been in operation for ten
years. This may have provided a link to external demands made by various stakeholders of the
company. The BSC system actually designed and implemented, appears to be unnecessarily
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internally oriented and to a lesser degree serving outside interests, anxious to put the public
service operation under scrutiny. It isthe view of the authors that one of the ultimate purposes
of the BSC was to look at an organization’s activities with the eyes of external observers
(How do the customers view us, how do shareholders view us, how do our processes compare
with others etc). This purpose may have been better served by a BSC structure more directly
linked to the overall goals for public service, in actual practice more directly linked to the
public service evaluation system.

We also suggest that the development activities of the SVTi division be more
directly linked to the strategic planning system, aiming at a more integrated decision making
structure. This has been accomplished in the sense that the division director is part of the top
management team, but not in the sense that it figures prominently in the articulation of
strategies in the goal-oriented system.

In the final analysis, then, a further development of the Balanced Scorecard
approach should involve the more complex goals of the public service organization and the
more future-oriented technical development activities relating to the SVT Internet presence.

This may not be criticism that is hard to swalow, since it is apparently the
intention of the Strategy Department to try to link these management control processes — the
BSC system, the system of public service evaluations, and the Internet development processes
- to each other inthe years to come. This certainly seems like a good idea for the management
team that to-day and in the future has to defend the vulnerable values of public service
broadcasting (Blumler 1992).

Conclusion

This paper has reported on the design and implementation of a Balanced Scorecard
management system in a public service media firm in a context of technological change and
articulated demands from various groups of stakeholders. Adaptations and simplifications
compared to the original structure suggested by Kaplan and Norton in their path-breaking
articles and successive books were made to fit the actual operations of a not-for-profit public
service media firm. These adaptations seem to have been successful and well in line with the
views of the creators on the need for adaptations to not-for-profit environments. Above all,
the simple form of communication around performance measurements — the traffic light

metaphors — all seems well designed to suit a creative environment where there is traditionally
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acertain resistance to administrative procedures that smell MBA and Business School origins.
The formulation of concrete, aimost always measurable, programming goals seems to have
created a basis for development of a performance-oriented organizational culture, one of the
ultimate purposes of introducing the goal-based control system.

It is fairly obvious that the strategic internal consultants want to see SVT as an
‘engaged trandator’, but they may have to accept the observation that a public service media
firm may show a strong likeness to Powell et al’s (1995) ‘reluctant conformer’ (considers new
practices) or ‘activeresistor’ (willing to reject fashionable ideas).

Is the BSC system in SVT performance measurement-oriented or more
strategically oriented, a dividing line between different approaches to BSC as suggested by
Wenisch (2004)? The system seems to place a heavy emphasis on corporate srategies,
repeatedly topping the scorecards of business units and supporting units. At the same time, the
scorecards mirror the tradition of measuring performance in very concrete terms. Outside
observers seem to wish to know the actual number of hours broadcast in minority languages,
or the number of hours devoted to children’s programming or the accomplishment of other
very specific goals. The answer, then, to the question of which BSC approach was
implemented by the Swedish Television, is very Swedish: abit of both, a ‘lagom’ approach.®

Refer ences

Literature:

Anding, M., T. Hess (2001): Employing the Balanced Scorecard for the Online Media Business Sour ce, paper
presented at the IFIP Conference on Towards The E-Society: E-Commerce, E-Business, E-Government: 355 —
370. Deventer: Kluwer.

Aris, A. and J. Bughin (2005): Managing Media Companies. Harnessing Creative Value. Chichester:
John Wiley.

Bjorneak, T. (1997): Diffusion and accountin: a case of ABC in Norway, in Management Accounting
Research 8:3-17.

Blumler, J. G. (1992a): Vulnerable Values at Stake, in Blumler, J. G. (ed) (1992): Television and the
Public Interest. Vulnerable Values in West European Broadcasting, Sage, London.

Blumler, J. G. (ed) (1992b): Televison and the Public Interest. Vulnerable Values in West European
Broadcasting, Sage, London.

Blumler, J. G., and W. Hoffmann-Riem (1992) New Roles for Public Service Television, in Blumler, J.
G. (ed) (1992): Television and the Public Interest. Vulnerable Values in West European Broadcasting,
Sage, London.

Borum, F, JK. Christiansen (1993): Actorsand structurein IS projects: what makesimplementation

¥ Lagom’ isakey feature of Swedish culture, guiding decisionsin al walks of life. The concept of ‘lagom’ is
difficult to trandlate, but 'just right’ has been suggested, quite appropriate here.

26



happen, in Scandinavian Journal of Management 9 (1):5-28.

Burnes, B. (1996): Nosuchthingas... a“onebest way” to manage organizationa change, in
Management Decision, vol 34: 10 pp 11 — 18.

Croteau, D. and W. Hoynes (2001): The Business of Media. Corporate Media and the Public Interest.
Pine Forge Press: London.

Czarniawska, B. and G. Sevon (2005): Global Ideas. How Ideas, Objects and Pracices Travel in the
Global Economy. Copenhagen: Liber & Copenhagen Business School Press.

DiMaggio, P.J.,, and W.W. Powell (1991): The new institutionalismin organizational analysis. Chicago:
The University of Chicago Press.

Engwall, L. and C. Pahlberg (2001): The Diffusion of European Management |deas. Uppsala: Uppsala
University, CEMP Report no 17.

Habann, F., and M. Dimpfe (2002): Towards a balanced performance measurement of media companies
in the digital economy, paper presented at the 5" World Media Economics Conference, Turku, Finland.

Hartley, J. (2005): Creative Identities, in Hartley, J. (ed): Creative Industries. Oxford: Blackwell.
Hartley, J. (ed): Creative Industries. Oxford: Blackwell.

Hakansson, A. (2007): Det balanserade styrkortet i Sveriges Television. University of Kalmar: Master’ s
thesis.

Kaplan, R. S, and D. P. Norton (1992): “The Balanced Scorecard — Measures that Drive Performance”,
Harvard Business Review Jan-Febr

Kaplan, R. S, and D. P. Norton (1993): Putting the Balanced Scorecard to Work, Harvard Business
Review Sep-Oct.

Kaplan, R. S, and D. P. Norton (1996): Translating Strategy into Action. The Balanced Scorecard,
Boston, MA: Harvard Business School Press,.

Kaplan, R. S, and D. P. Norton (2001): The strategy-focused organization: how balanced scorcard
companies thrive in the new business environment. Boston MA: Harvard Business School Press.

Kaplan, R. S, and D. P. Norton (2006): Alignment. Using the Balanced Scorecard to Create corprate
synergies. Boston MA: Harvard Business School Press

Malmi, T. (1999): Activity-based costing diffusion across organizations: an exploratory empirica
analysis of Finnish firms, in Accounting, Organizations and Society 24: 649-672.

McManus, J (1994): Market-driven journalism: Let the public beware? Newbury Park CA: Sage.
McQuail, D. (2005): McQuail’s Mass Communication Theory. London: Sage.
Mintzberg, H.(1994): The Rise and Fall of Srategic Planning. Torquay: Prentice Hall Europe.

Mintzberg, H., and J. B. Quinn, and S. Ghoshal (1998): The Strategy Process, Prentice Hall Europe,
Torquay.

Ogter, S. M.(1994): Management of Non-profit Organizations, Dartmouth Publ.
Powell, W.W., D. L. Gammal and C. Simard (2005): Close Encounters. The Circulation and Reception of

Managerial Practicesin the San Francisco Bay Area Nonprofit Community, in Czarniawska, B. and G.
Sevdn (2005): Global I1deas. How Ideas, Objects and Pracices Travel in the Global Economy.

27



Copenhagen: Liber & Copenhagen Business School Press.

Prahalad, C.K., and G. Hamel (1990): The Core Competence of the Corporation, Harvard Business
Review (May-June 1990), reprinted in Mintzberg, H., J. B. Quinn, S. Ghashal (1998): The Strategy
Process, Prentice Hall Europe, Torquay.

Rogers, E. (1995): Diffusion of Innovations, 4th ed. New Y ork: Free Press.

Sigfridsson, J. (1993). Strategisk ekonomistyrning i tidningsforetag: aktionsforskning i ekonomisk
ledningsinformation/ Strategic Management Accounting in Newspaper Firms: Action Research in
Financial Performance Measurement/. Stockholm: University of Stockholm Press.

SOU 2008:64 (2008): Kontinuitet och férandring /A Royal Commission on public service/.

Tjernstrom, S (1999): En Svarstyrd Skuta : Foretagsledning i Det Svenska Public Service-Foretaget /The
Public Service Skipper. Management in the Swedish Public Service Media Firm. Stockholm: Prisma.

Tjernstrém, S. (2002): Theoretical Approaches to the Management of the Public Service Media Firm, in Journal
of Media Economics, Vadl. 15, No. 4, pages 241-258

Underwood, D. (1993): When MBAs Rule the News-Room. N.Y : Columbia University Press.

Wenisch, S. (2004): The diffusion of a Balanced Scorecard in a divisionalized firm — Adoption and
Implementation in a practical context. Ume& Umed University Press.

Whittington, R. (1993): What is Strategy — and does it matter? London: Thompson Business Press.

Wolton. D. (1992): Values and Normative Choicesin French Television, in Blumler, J. G. (ed) (1992):
Television and the Public Interest. Vulnerable Valuesin West European Broadcasting, Sage, London.

SVT internal documents:

SVT internal document 1 —Malstyrning i SVT /Goal-based control/

SVT interna document 2 — SVT. Fri television i vérldsklass. Strategi mot 2009/Free world-class television.
Strategy towards 2009/

SVT interna document 3 —SVT Strategi. Styrkort 2006/SVT strategy. A balanced scorecard 2006/ (2006-04-03)

Internet:
British Broadcasting Corporations (BBC' s) home page. March 29, 2007.
http://mww.bbc. co.uk/pressoffice/speeches/stories/dyke_makingithappen.shtml

Personal communication
Interview with Per Vidar Lundberg, project leader in the Strategy Department of Swedish Television (SVT), on
March 8, 2007.

Interviews with four managersin SVT, responsible for implementation of the BSC in Swedish Television (SVT),
March-June 2007.

28


http://www.bbc.co.uk/pressoffice/speeches/stories/dyke_makingithappen.shtml

