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Abstract  
Even though the amounts of information in enterprises are rapidly increasing, it does not directly 

provide the organizations with competitive advantages. A paradox of the Information Age is that while 

information have never been available in such vast amounts as now, the vast volume has caused the 

organizations to lose sight of the overall picture; what is required is a way to enhance and manage the 

information to provide a coherent vision. This can be described as Coherency Management.  

This thesis examines how the novel concept of Coherency Management (CM) can be enhanced based on 

pragmatic problems identified in a complex enterprise. Carlsberg, which is currently undergoing a major 

standardization transformation, provides a unique opportunity to assess the standardization process 

and the effect on the enterprise. The empirical data obtained is analyzed to enhance the Coherency 

Management concept described in (Doucet et al, 2009), advancing it to cope with those problems found 

ǘƻ ōŜ ƛƴǎƛŘŜ /aΩǎ ǎŎƻǇŜ.  

On the basis of the identified problems and findings in the thesis, a CM framework has been developed. 

This framework represents a more pragmatic view on CM, and can be implemented in an enterprise to 

introduce CM there. In addition, the framework can be utilized as a foundation for the further 

development of the concept.  

The thesis asserts that: Coherency Management should only to a lesser extend possess domain specific 

knowledge; it should not be included in the Enterprise Architecture discipline; and it should only concern 

the improvement of cooperation between the departments and programs in the enterprise - by using 

the three modes for architecture.  

The thesis also discusses how the scope of Coherency Management is best determined and the 

differences between CM and Enterprise Architecture. The paper concludes by elaborating on the 

findings of the thesis and discuss if the problem statement has been sufficiently answered. 
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Introduction  
έIn the coherent enterprise, information is focused and complete, enabling managers to take real, swift, 

and certain action. They have a magic arrow that pierces only the precise pieces of knowledge required 

and delivers it to them in a coherent vision. It is much more than technology; it is procedures and 

ǇǊŀŎǘƛŎŜǎ ǘƘŀǘ ŜǾƻƭǾŜ ǿƛǘƘ ŀƴ ŜƴǘŜǊǇǊƛǎŜΩǎ ƴŜŜŘǎέ1 

Which enterprise would not want to obtain the above? To possess the holistic picture of their 

organization and obtain the exact information required to reach qualified decisions quickly. Yet, a 

paradox with the Information Age is that although information is generated in vast amounts, it does not 

necessarily bring more coherency to the enterprise. More information on how things are done is not 

equivalent to more information on how they overall fit together. For information to be a strategic tool, 

and thus provide competitive advantages, the information has to be captured and comply with 

formulated rules, so information can be compared across departments and programs. 

The requirements stated above are dealt with by many disciplines. Enterprise Architecture creates 

organizational transparency by the planning, capturing and storing of information, albeit this is mostly 

for the IT area2. Business standardization standardizes the processes to be comparable between 

departments, but with a focus on the business area of the enterprise3. What is required is a discipline 

aiming to advanced alignment, agility and assurance with a focus on the overall enterprise and not a 

specific area. 

This thesis will examine the concept of Coherency Management described in (Doucet et al, 2009). To 

enhance the concept, an analysis of Carlsberg current organizational transformation will be conducted, 

which will result in a set of recommendations. These recommendations are then utilized, to identify 

problematic areas for which Coherency Management can be applied. The result is both a set of 

recommendations for Carlsberg regarding their organization transformation, and an enhancement of 

Coherency Management ǘƻ ŎƻǇŜ ǿƛǘƘ /ŀǊƭǎōŜǊƎΩǎ ŎƘŀƭƭŜƴƎŜǎΦ 

Besides the focus on standardizing information, we have realized that the contents and execution of an 

initiative is much less valuable if the discipline is not known in an enterprise ς even through most of the 

ǿƻǊƪ ƛǎ ǇŜǊŦƻǊƳŜŘ ǿƛǘƘƻǳǘ ǘƘŜ ǇŀǊǘƛŎƛǇŀǘƛƻƴ ƻŦ ŜȄǘŜǊƴŀƭ ŜƳǇƭƻȅŜŜΩǎ. The awareness and support is 

essential for the success of an initiative, because stakeholders know that improvements are made to the 

organization (in areas they might find unsatisfactory) which entails improved organizational trust. As a 

result, both the recommendations for Carlsberg and the enhancement of Coherency Management 

incorporate this knowledge. 

                                                           
1
 (Doucet et al, 2009, Foreword by John Herhalt) 

2
 (Gøtze & Christiansen, 2007) concludes that most EA program are still driven by the CIO / IT Department and are 

technical focused. 
3
 At least this was the case in Carlsberg. 
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As the amount of information in organizations continue to rise, the importance of coherency will be 

stressed even more. The question for the senior managers is: How do we ensure, that the results from 

the information age is to our advantage? 

This thesis will tell how this question can be answered by the utilization of the Coherency Management 

discipline. 

Acknowledgments  
During our research and writing we have had the opportunity to interview several employees in 

Carlsberg. The ŜƳǇƭƻȅŜŜΩǎ openness has provided the foundation on which this thesis rest. 

We would also like to thank our contact person at Carlsberg for spending so much time on us, for 

providing us with sometimes overwhelming amounts of documentation and for his willingness to give 

ŦŜŜŘōŀŎƪ ǘƻ ƻǳǊ ƛŘŜŀǎΦ ²ŜΩǊŜ ǾŜǊȅ ƎǊŀǘŜŦǳƭ ŦƻǊ his support and for always making us feel welcome. 

Other big thanks goes to our thesis advisor John Gøtze for his always optimistic support, guidance and 

inspiration - It is been a delight to be able to schedule meetings at so short notice and to use his network 

in our thesis research. 

Also, a thank to Gary Doucet for taking the time to answer our question regarding the Coherency 

Management concept described in (Doucet et al, 2009) and providing examples on its usage. 

Last, we gratefully acknowledge the IT University for providing us with a workplace and our family for 

their continued support and patience. 

Published Version of the Thesis  
Note that this is the published version of the thesis. The main differences between the version handed 

in and this version are that the interviewees in Carlsberg have been anonymized and errors in the text 

been corrected. 

We would like to thank Carlsberg for making this publication possible. 

Reading Guidance for the Practically Oriented  
The thesis is aimed at meeting both the interest of the academically and the practically oriented. A 

reading guidance is therefore provided to assist the practically oriented reader. 

 The reading guidance emphasizes the main areas of focus in the thesis for the practical application of 

Coherency Management.  

For the practitioners of Enterprise Architecture (EA) and others who want to understand how Coherency 

Management (CM) can be used in practice, we recommend focusing on the following sections in the 

thesis: 
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¶ Preliminary sections 

o Introduction [p. 1] 

o Scope of the Thesis [p. 5] 

o Definitions and Acronyms [p. 5] 

¶ Introduction to Carlsberg [p. 11 ς 21] 

¶ Current situation analysis of Carlsberg 

o Practitioners of EA may read the analysis of EA in Carlsberg [p. 67 ς 89] 

o Analysis of the chosen IT Goverance approach in Carlsberg [p. 89 ς 95] 

o Ten identified problem areas in Carlsberg [p. 118 ς 129] 

¶ Introduction to Coherency Management concept model [p. 130 - 135] 

o The components in the CM concept model [p. 135ς 148] 

o Implementing Coherency Management in Carlsberg [156 ς 159] 

¶ Applying CM concept model on the problems in Carlsberg [160 ς 177] 

¶ Comparison of CM in this thesis with CoMOF from (Douchet et al, 2009) [180 ς 182] 

¶ The developed ExCoM framework [182 ς 189] 

¶ Recommendations for Carlsberg [191 ς 192] 

¶ The discussion chapter might have topics of interest of the practitioner [194 ς 205] 

Background and Problem Formulation  
As described in the introduction, the purpose of this thesis is twofold: First off, the thesis will provide 

Carlsberg with a set of recommendations, on the basis of the problems identified during our interviews 

and analysis of the enterprise. Second, these recommendations ς combined with the relevant theory ς 

will be utilized to enhance the novel concept of Coherency Management. 

Our cooperation with Carlsberg has made it possible to assess and obtain knowledge ŀōƻǳǘ /ŀǊƭǎōŜǊƎΩǎ 

standardization initiative in the focal point of the organization. The analysis of this knowledge has 

provided a unique possibility for us to enhance the concept of CM and make it more pragmatic, by 

exploiting our knowledge of what works well, and not so well, for Carlsberg.  

To provide the recommendations, an analysis of CarlsbergΩǎ current situation will be conducted. This 

analysis will include a comparison between what the literature recommends, and what Carlsberg is 

currently doing. The performed analysis will lead to a set of recommendations, which will be directly 

applicable for Carlsberg to implement. These recommendations will then be combined with the chosen 

literature and result in the construction of a CM framework, which will exploit the experience gained 

throughout the work with Carlsberg and the theory found to be contained within the CM area. After 

these parts are completed, the problem statement of the project is answered.  

The problem statement is: 

²ƘƛŎƘ ǇǊƻōƭŜƳǎ ŜȄƛǎǘ ƛƴ /ŀǊƭǎōŜǊƎΩǎ present standardization initiative, and what are the options for 

solving them? 
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How can Coherency Management be utilized to understand the standardization initiative and be 

enhanced as a concept, based on the identified problems in the Carlsberg case? 

Delimitation  
The following areas are found irrelevant or less important to answer the problem statement: 

An exhaustive analysis of the value Carlsberg gains from their organizational structure is considered 

outside the scope of this thesis. The organizational structure is examined in detail regarding the areas 

required to answer our problem statement, but a complete analysis of how Carlsberg is structured and 

their reasons for this construction is omitted. 

A broad analysis on the current business perception of IT in Carlsberg is not included in this thesis. It is 

assessed that to obtain the average perception of IT in Carlsberg, the analysis should involve the 

collection and processing of empirical data for more than 15 persons from the organization. Although 

the area is explored by interviews and emails, an exhaustive analysis would require a heavy use of 

surveys and take too much time considering the focus of our problem statement and the time span of 6 

months. 

!ƴ ƛƴŘŜǇŜƴŘŜƴǘ ŀƴŀƭȅǎƛǎ ƻŦ ǘƘŜ ƻǾŜǊŀƭƭ ƳŀǘǳǊƛǘȅ ƭŜǾŜƭ ƛƴ /ŀǊƭǎōŜǊƎΩǎ ǿƛƭƭ ƴƻǘ ōŜ ŎƻƴŘǳŎǘŜŘΦ ¢ƘŜ ŜƳǇƛǊƛŎŀƭ 

data gathered during our interviews only concerns the areas which are directly related to the Carlsberg 

present standardization transformation. As a result, the maturity level and the underlying perception of 

this maturity level are only applied to the areas which are relevant to answering our problem statement. 

The collection of empirical data to conduct an analysis on the maturity level for the whole enterprise 

would require too much time considering our time span of 6 months and the problem statement. 

An exhaustive analysis of the movement of Enterprise Architecture from being placed in the Business 

Application department to the Project Management Office was omitted. This delimitation is due to the 

movement happened close to the deadline for this thesis and an exhaustive analysis therefore was 

impossible to conduct within the limited time available. CǳǊǘƘŜǊΣ ǘƘŜ ǘƻǇ ƳŀƴŀƎŜƳŜƴǘΩǎ ƛƴǾƻƭǾŜƳŜƴǘ 

regarding EA has not been analyzed to a greater extends. This is due to that the time span of 6 month 

only allowed a certain amount of gathering of empirical data where the thesis focus is more on the 

experience from employees which work with the analyzed areas, such as Enterprise Architecture, 

Business Standardization etc. 

The mindset that the employees in an enterprise do not want to implement Coherency Management 

because the implementation might disempower them is rendered outside the scope of the thesis. The 

thesis assumes that the employees in an enterprise would not resist the implementation of Coherency 

Management, if it was found to be for the greater good of the enterprise. This reason for the 

delimitation is because the aim of the thesis is to enhance the CM concept, and not provide an 

exhaustive analysis on how to implement CM in the enterprise. Notice that it is only the implementation 

of Coherency Management that incorporates this mindset. The enhancement of CM and the resulting 

framework does not follow this naïve assumption, and will e.g. see if employees are misaligned 

regarding where they work or communicate. 
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An in-depth analysis concerning the functionality of the business processes selected in the Business 

Standardization Program (BSP) is not conducted. An exhaustive analysis will be conducted regarding 

how the program influence the enterprise, the approach chosen, the methodology used and the 

enterprise alignment resulting from the BSP implementation. The reason for not examining the 

functionality of the business processes are because very little information has been available on the 

subject. It would have been impossible to provide a satisfactory analysis on the business processes, 

based on the amount of information obtainable. 

Scope of Thesis 
The literature chosen for this thesis have been selected based on its relevance to answer the problem 

statement, and its popularity or assessments in the community of the research fields. To answer our 

problem statement, an analysis of the five areas below is required. These areas are found to affect or be 

affected by the standardization of Carlsberg.  

¶ Enterprise Architecture. 

¶ Business Processes Management/Standardization. 

¶ Business-IT alignment. 

¶ One Carlsberg IT and the associated operating model. 

¶ The IT department in Carlsberg. 

An analysis of these five areas will contribute to answer the first part of the problem statement: Which 

ǇǊƻōƭŜƳǎ ŜȄƛǎǘ ƛƴ /ŀǊƭǎōŜǊƎΩǎ ǇǊŜǎŜƴǘ ǎǘŀƴŘŀǊŘƛȊŀǘƛƻƴ ƛƴƛǘƛŀǘƛǾŜΣ ŀƴŘ ǿƘŀǘ ŀǊŜ ǘƘŜ options for solving 

them? To conduct the analysis, literature relevant to analyzing these areas will be included in the thesis 

To answer the second part of the problem statement, the theory of Coherency Management in (Doucet 

et al, 2009) is included. This theory and the identified problems will answer the second part of the 

ǇǊƻōƭŜƳ ŘŜŦƛƴƛǘƛƻƴΥ άHow can Coherency Management be utilized to understand the standardization 

initiative and be enhanced as a concept, based on the Carlsberg case and the problems ideƴǘƛŦƛŜŘΚέ 

Definitions and Acronyms  
The following terms are used in this thesis: 

¶ BRM, Business Relationship Manager. 

¶ KAM, Key Account Manager. 

¶ PMO, Project Management Office. 

As the role of Key Account Manager has changed during the writing of the thesis, this role will be 

referred to as BRM. The BRM role is basically equal to the KAM, but with more economic accountability. 

In addition, the thesis will use the term company and enterprise to refer to an organization created for 

business ventures. As a result, the meaning of the terms organization, enterprise and company are 

equivalent in each chapter if nothing else is specified. 
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The usage of the term high level description refers to the description of the top level goals and overall 

systemic features. The term low level description refers to the description of the individual components, 

and rudimentary functions rather than complex overall ones. 

In the context of describing the management and conduction of a program or discipline, the word 

function is used. For instance, the CM function denotes those responsible for managing CM, such as a 

CM function.  

The term discipline is used for a non-time-limited program in an enterprise, which contains a set of rules 

and regulations for its practice. 
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Thesis Methodology  
An illustration of the process of the working method used is seen in Figure 1. The process show the 

working method split into three overall parts.  

 

Figure 1: The methodology used in the thesis process. 
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The three parts consist of the following sub processes: 

Part 1: Case Study and Literature Review 

This part consists of two tracks: Case study and Literature review. The track Case study is the gathering 

of empirical data through interviews. The areas covered by interviews in Carlsberg and the structuring of 

the empirical data are influenced by a feedback loop from part 2. 

The second track in this part is Literature review, which reviews the literature relevant to answer the 

problem statement. The review of literature is done in correspondence with the intended usage of the 

theory. A feedback loop from part 2 can influence the number of literature sources, theoretical areas 

covered and the extent of literature usage. 

Part 2: Analysis 

This part consists of two tracks which are merged into a single track: current situation analysis of 

Carlsberg and Interpretation of the CM theory. These two tracks are merged into a single track, 

Coherency Management Adaption and Enhancement. In the track Current Situation Analysis of 

Carlsberg, Carlsberg is analyzed in the context of the current standardization initiatives using the 

theoretic areas covering the different initiatives. The problems of the standardization initiatives are 

discussed and solutions for these problems proposed.  

In the track Interpretation of the theory, the available Coherency Management (CM) theory is analyzed 

and made more applicable for the case by making an interpretation of the theory and developing a CM 

concept model. 

These two tracks are combined into the track Coherency Management Adaption and Enhancement. This 

track combines the results from the two preceding tracks to utilize the CM concept model on Carlsberg 

for an enhancement of the CM concept model. This leads to recommendation for Carlsberg on how the 

CM discipline can benefit the enterprise. 

Part 3: Discussion and Conclusion 

In the final part of the thesis, two sequential tracks are conducted: 1) Discussion and Conclusion; and 2) 

Perspective. The track Discussion and conclusion contains a discussion on the findings in the thesis, the 

usage of the CM concept model and the enhancements of CM theory.  

In the track Perspective, the thesis findings and the enhanced CM concept are put into perspective. 

Circle of Exploring, Learning and Developing T heory  
A feedback loop is shown on Figure 1 from the second part to the first. This feedback loop shows that 

the work process has not been a linear but a cyclic process: The findings of part 2 have been used in a 

second iteration of part 1. 

Case Study Methodology  
The foundation for this thesis is the empirical data gathered through a case study on the company 

Carlsberg. The case study serves as the underlying basis for a study of existing coherency in an 
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enterprise, the application of the concept Coherency Management (CM) and an enhancement of the 

concept.  

As case study methodology the one from wƻōŜǊǘ ¸ƛƴΩǎ ōƻƻƪ Case Study Research: Design and Method 

(Yin, 1989) have been used. The case study method was used as the research strategy because an 

explorative approach was assessed to be the most appropriate for covering the new concept CM. This 

has been based on the comparison of the different research strategies in (Yin, 1989, chapter 1) and the 

classification of case studies for the type of explorative research as being the aim with this thesis. This 

would explore on the current usage of Coherency CM in a case and how the concept theory fit the 

findings from the case. 

The research design4 used for this case study has been an embedded single case study with focus on the 

five components of the research design (Yin, 1989, p. 29): 

1. ! ǎǘǳŘȅΩǎ ǉǳŜǎǘƛƻƴǎΣ  

2. Its propositions,  

3. Its unit(s) of analysis,  

4. The logic linking the data to the propositions and  

5. The criteria for interpreting the findings. 

The choices made for these components will not be covered in more details. A single case study was 

chosen due to the assessment of a high need of deep insight into a given case and that the Carlsberg 

case contained highly ambitious initiatives being prepared and initiated.   

                                                           
4
 Lƴ ό¸ƛƴΣ мфуфΣ ǇΦ нтύ ŀ ǊŜǎŜŀǊŎƘ ŘŜǎƛƎƴ ƛǎ ŘŜŦƛƴŜŘ ŀǎΥ άA research design is the logic that links the data to be 

collected (and the conclusions to be drawn) to the initial questions of a study. Every empirical study has an implicit, 

if not explicit research design.έ 
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Introduction to Carlsberg 
This section will give a historical perspective on Carlsberg to highlight the origins of some of the 

problems identified in the previous sections. This section will also describe how Carlsberg is structured 

and provide a general introduction to the case company. The overview will focus on the areas which are 

related to the problem statement. 

History  
Carlsberg was founded in 1847 by J. C. Jacobsen. The initial strategy of the company was to sell beer 

inspired by foreign countries to the Copenhagen citizens, which at that time were used to drink another 

softer type of beer. The new beer became a success, and over time the company expanded into the 

whole country. 

After World War II, and especially since the late 1990Ωǎ, Carlsberg began to establish beer production in 

foreign countries. This establishment was done by mergers and acquisitions with other breweries, 

where operations in the local markets were left local with limited cooperation across markets5. This can 

be seen in contrast with a more aggressive strategy to replicate the Danish Carlsberg business model in 

each local market. As a result of the decision to leave the operations local in the acquired markets, the 

acquisitions and mergers have increased the overall complexity in the organization. A new acquisition 

means new business processes, and new ways of doings things which all add to the overall portfolio of 

company operations. 

Carlsberg Today 
Today Carlsberg is the fourth largest brewery in the world, operating at about 150 markets and 

competing with over 500 different beer brands. The organization employs around 45.000 people 

worldwide on three different continents.  The main market for selling beer is Northern and Western 

Europe, Eastern Europe and Asia where 62% of the revenue comes from Eastern Europe. As the 

numbers might indicate, having a largely fragmented organization with little or less cooperation across 

the different business units, hinders operational transparency and makes the organization slow to adapt 

to external changes. For Carlsberg, increased competition in their various markets combined with 

increased competitive pressure and trade consolidation, have forced the organization to be more agile, 

or as the business units in Carlsberg defines it: smarter, faster and leaner. It could be argued that this 

problem should have been identified before, yet for an understanding of why the problem still exists, it 

is important to note that one of the basic cultural assumptions6 (Schein, 2005) in Carlsberg have been a 

great degree of freedom within the different business units and for the managers in charge. A change to 

standardize the organization and create a common shared architecture, and as a result comply to shared 

principles and rules, would not only be expensive considering the size of the company, but the 

challenges the company face would also have to be quite large to start such a program with the current 

culture. 

                                                           
5
 Inspired by (IT game plan, 2009, p. 3.) 

6
 (Schein, 2005) 
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The Strategy  
Currently the overall value drivers for Carlsberg are to improve competitiveness and earnings in 

Northern and Western Europe, ensure profitable growth in Eastern Europe, and build a growth platform 

in Asia7. Recently Carlsberg has decided deal with the issues outlined in the previous section while 

concurrently supporting the overall value drivers. To solve the issues and challenges, the solution is to 

make the business and IT processes to be the common motor across the Business side of the breweries 

and the IT organisation8. More specific, the chosen solution is to9: 

1. Establish a common European solution, infrastructure and support. 

2. Standardize and harmonize data, processes and organization where it makes sense. 

3. Realize the value from being a large global player, but at the same time take advantage of the 

value generated from the local brands and knowledge of local market conditions. 

To accomplish the value realization (3rd bullet point), Carlsberg analyzes and identifies areas where 

synergies exist between the global Carlsberg brewery and the local acquired/merged breweries. The 

principle is to respect the local culture, national differences and value generated from the local brand, 

combined with the advantages of being part of a large group which have access to the standardized 

solutions, best practice and international marketing powers10 of a global company. Carlsberg refers to 

this as the GloCal approach11, and we will continue to use this terminology in the rest of the thesis. The 

strategy mentioned will make Carlsberg: 

1. Faster, as a result of process optimization. 

2. Smarter, as a result of increased knowledge sharing across countries 

3. Leaner, as a result of focusing on value adding activities and a reduction in cost through 

economics of scale. 

¢ƘŜ ƻǾŜǊŀƭƭ ǎƻƭǳǘƛƻƴ ǘƻ ǎƻƭǾŜ ǘƘŜ ŎƻƳǇŀƴȅΩǎ ǇǊƻōƭŜƳǎ ƘƛƎƘƭƛƎƘǘŜŘ ǇǊŜǾƛƻǳǎƭȅ ǿƛƭƭ ōŜ ƴŀƳŜŘ ǘƘŜ /ŀǊƭǎōŜǊƎ 

standardization initiative. 

The Tactics for the Standardization I nitiative  
While the previous section described the strategy for moving Carlsberg in a desired direction, this 

section will go further into details on how Carlsberg will realize their strategy and implement the 

standardization initiative. Three disciplines are initialized to meet the goal of the standardization 

initiative and make Carlsberg meet their goal to move from being a predominantly multinational 

operation towards being a truly global company. 
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 !ƴƻǘƘŜǊ ǾŀƭǳŜ ŘǊƛǾŜǊ ƛǎ ǘƻ ŘŜǾŜƭƻǇ ǊŜŀƭ ŜǎǘŀǘŜΣ ōǳǘ ǘƘŀǘΩǎ ƻǳǘ ƻŦ ǘƘƛǎ ǘƘŜǎƛǎ ǎŎƻǇŜΦ 

8
 From Carlsberg slide with information about EA, BSP and One CIT (Carlsberg Standardization Overview, 2009) 

9
 From (Carlsberg Standardization Overview, 2009), (IT gameplan, 2009) and EA documents. 

10
 Marketing powers could be international campaigns, sponsorships etc. 

11
 A combination of being both global and local with the prefix from global and the suffix from local. 
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The three initiatives contained in the standardization initiative are: 

¶ The Business standardization program (BSP). 

¶ One Carlsberg IT (One CIT). 

¶ Enterprise Architecture (EA). 

Each initiative has its distinct goals, and they are not all anchored in the same department. This 

introduces some difficulties which we will elaborate on later. For now, it is worth noticing that there is 

an overlap of interest and functionality in BSP, One CIT and EA which introduce some risk of work 

duplication and alignment problems. Beside these three initiatives, the IT department is also responsible 

for consolidating applications and data which can occur in parallel with the BSP. A high level description 

of the three initiatives will be given below. 

Business Standardization P rogram  
The goal of the BSP is to introduce a process-centric view in Carlsberg and standardize the different 

processes to support the company strategy. The standardization will align with the overall strategy of 

becoming the fastest growing beer company in the world, because it will make Carlsberg faster, smarter 

and leaner (see the above section about strategy for a clarification on these terms). 

Besides the goal of standardization, the BSP also aims to create operational excellence through the use 

of internal and external best practices. By creating the necessary transparency and integrated end-to-

end processes, the BSP will make it possible to optimize and focus on the most value-adding operational 

areas12.  The geographical scope of the BSP includes the following countries: Denmark, Sweden, 

Germany, United Kingdom, Finland, Norway and Switzerland. The process scope of the BSP is most of 

the business processes in the various countries, with different grades of standardization depending on 

the operational area.  The initiative is anchored in the business unit and the implications for the 

different areas are13: 

¶ Organization:  The Organization structure will change within some functions. Some employees 

will change work place, job, responsibility and some activities might be superfluous.  

¶ Processes: The work will be the same, but it will be done more efficient. 

¶ Governance: Individual countries will no longer be able to change the process independently. 

Responsibility will change as a result of the new business models.  

¶ IT: Many systems in the countries will be replaced with a common solution. IT system language 

will mostly be English. 

The BSP will be implemented in several iterations. Each iteration consists of four phases: 

1. Preparation and high level design.  
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 Inspired by (BSP charter, 2009, p. 8) 
13

 Inspired by (Carlsberg Standardization Overview, 2009, p. 30) 
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2. Design. 

3. Build and test and. 

4. Roll out phase.  

The deadline of the first iteration is the 2013 of second quarter. The design phase, in which Carlsberg is 

at the moment, is scheduled to be completed in January 2010. To assist in the ongoing decision making 

and issue handling during the phases, several boards have been established. This will be elaborated 

further in the business-it alignment section. 

Carlsberg have identified several critical risk factors where the most important are: 

¶ Country management resistance may hinder program progress.  

¶ Cash flow problems may force the top management to give the program lower priority.  

¶ The length of the program can make it hard to keep focus and motivation. 

¶ The approach in the BSP becomes IT driven and not focused on realizing the 

people/organizational transition. 

¶ Risk of taking the wrong decisions due to lack of BSP history and insight. 

¶ Local incentives contradicting the BSP objectives may lead to stakeholders working against the 

BSP initiative. 

In summary, most of the problems emerge from the employees which are affected and manage the 

program. The ǇǊƻƎǊŀƳΩǎ long time span, cross country coordination and the huge impact on the work 

areas in the organization are highlighted as the most critical factors. A risk matrix describing the 

correlation between the likelihood of a risk and the impact the risk has on the project can be found in 

Appendix A. 

One Carlsberg IT 
In contrast to BSP, the initiative One Carlsberg IT (One CIT) is anchored in the IT department. The goal of 

the program is to: 

¶ Understand how all IT functions (17 in Europe) work today. 

¶ Identify which processes will be needed in the future, when Carlsberg IT is working as one 

organization. 

¶ Analyze how all IT functions will need to transform to work as part of one common operating 

model. 

¶ Analyze how Carlsberg IT can operate as one global organization. 

The analysis performed in One CIT will result in an operating model, which will be the future blueprint 

for how Carlsberg IT functions. It will provide governance transparency (who decides what), process 

overview (how do I work and work with others), structure overview (where do I fit in and, who is 

accountable) and metrics and reporting (what are my success factors) for the IT unit. To implement the 

operating model, the IT department will devise an implementation plan and will manage the 
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implementation themselves. Currently, EA άplanning & capabilityέ and άEA governanceέ is a component 

in the operating model. As a result of this, EA is embedded in the IT department as decided by the IT 

operating model. It should be noted that the operating model is utilized to show how Carlsberg can have 

one single IT department which contains all the necessary processes to cover the requirements of the 

stakeholders. It is not a model for how every single IT department in Carlsberg should be structured, but 

a model for how they can work together and function as one. This implies a great deal of cooperation 

across the different units, as they separately fill some part of the operating model. As a result, the 

operating model also contains a set of governance rules. 

Enterprise Architecture  
As EA is a component in the IT operating mode, it is anchored in the IT department. Carlsberg has 

chosen to base its EA work on a combination of a tailored TOGAF framework and TOGAF method. The 

EA function is Carlsberg has existed for about one year. Figure 2 describes which drivers Carlsberg have 

found to be the most important for having an enterprise architecture discipline.  

 

Figure 2: Drivers for Enterprise Architecture in Carlsberg
14

. 

The first driver is to create transparency and traceability which is achieved by having accountability for 

the communication with stakeholders, establishing an overview of the owned resources and by the use 

of standards and templates.  The second driver is to sustain knowledge which is achieved by adopting 

the TOGAF framework and using it to establish a single architecture repository for storing and sharing 

content. The third driver, to sustain benefits, is achieved by taking a more proactive approach to 

communication with the business, and by having eƳōŜŘŘŜŘ ŀǊŎƘƛǘŜŎǘǳǊŜ ǇǊƻŎŜǎǎŜǎ ŀƴŘ YtLΩǎΦ [ŀǎǘΣ ǘƘŜ 
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 Inspired by (Carlsberg Standardization Overview, 2009, p. 57). 
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fourth driver is to simplify the IT environment by creating transition plans and streamlining the 

application portfolio. 

In summary, the overall objective of EA (a simplification of the drivers) is to: 

¶ Provide the big picture of the organization, by documenting existing artifacts, to enable 

stakeholders to make qualified decisions regarding example technology trade-offs, or retirement 

of business applications. 

¶ Establish a closer communication with the business, by handling business requirements, 

technology infrastructure requirements and give feedback on the possibilities to meet these 

requirements. 

¶ Establish and enforce a set of standards and principles, which retains and aligns the architecture 

to meet the business requirements and company strategy. 

EA Roles 
To implement these objectives, a set of roles are identified, where each role has a certain list of 
objectives and responsibilities. A complete overview of the different roles, and a matrix of each roles 
responsibility, can be found in Appendix B ς EA Governance RACI.  The roles in Carlsberg which are found 
to be most important are (where the numbers in the parentheses show how many people are currently 
fulfilling a given role): 

¶ Enterprise Architect (5) 

¶ Technical Architect (7-8) 

¶ Solution Architect (4) 

¶ Enterprise Architect Manager (1) 

¶ IT Architect Manager (1) 

The current responsibility for each role is described below. 

Enterprise Architect 

The enterprise architects main responsibility is to align the business strategies and IT strategies to 

secure the correlation of initiative to fill the gap between the As-Is and To-Be in a consistent manner.  

Solution Architect 

The solution architect is to assist in the process of defining the business requirements and giving input 

into the IT portfolio planning and prioritization process.  

Technical Architect 

The technical architect is to handle and coordinate the infrastructure and technology in consistency with 

the IT and business strategies and ensure that change is approved, coordinated, documented and 

executed according to procedures.  

Enterprise Architect Manager 

The objective for the enterprise architect manager is to align IT capabilities to the business drivers, goals 

and objectives by defining target architectures driven by business need for standardization, integration, 

flexibility and agility.  
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IT Architect Manager 

The IT architect manager is assigned to lead the development and maintenance of the IT architecture 

and manage the delivery of technical solutions. 

EA Planning & Capability  
The roles described in the previous subsection, are to deliver, among other things, a future state 

blueprint for moving the company in a specific direction. This are to align the business strategy with the 

IT-strategy and in extend moves the IT department in a direction desired by the business.  

Figure 3 illustrates the EA planning process with the embedded phases. 

 

Figure 3: The EA Planning process in Carlsberg
15

. 

As illustrated in Figure 3, the EA planning & capability process consists of five phases. The target state is 

the overall state which Carlsberg want to achieve. The As-Is and To-Be is the current architecture, and 

the architecture which they want to achieve in the current EA cycle, respectively. The objective of the 

develop roadmap phase is to develop a transition plan for getting from the As-Is to the To-Be state, and, 

as a result, increase the company alignment towards the target state (which is a more concrete version 

of the future state). Last, the objective for the training and communication phase is to ensure an 

internal16 coordination, an external communication and that the necessary people skills is in place to use 

the new architecture. It should be noted that the EA Planning is a cyclic activity where a subset (or all) of 

the phases are repeated continuously. The roles and phases are very precise defined, but the process 

and governance of the actual execution of the phases are not.   

When comparing EA with BSP and One CIT, which are focused on delivering a specific product at a 

specific time, EA in Carlsberg has a more continues and supporting role, to assist the current enterprise, 
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and their ongoing initiatives, in achieving a result which complies with the target state, devised 

principals and standards.  Furthermore, EA provides the holistic picture of the organization, which 

enables stakeholders to make qualified decisions regarding example technology trade-offs.  

Standardization O verview  
Figure 4 provides a summary of the standardization initiative in Carlsberg. The figure describes how the 

current overall strategy aligns with the standardization initiative from the strategy level to the 

operational level. 

 

Figure 4: A holistic view of the strategy alignment and the standardization initiative. 

As seen in Figure 4, the overall strategy is the driver for the standardization initiative. The 

standardization initiative then consists of the three disciplines: BSP, One CIT and EA which affects and 

are affected by the IT function and the enterprise as a whole.  

BSP is targeted at how the organizations objectives are achieved through improvement, management 

and control of business processes. One Carlsberg IT is targeted at understanding how the IT function 

works today, are which changes are required to meet the strategy objective of being a truly global 








































































































































































































































































































































































































































