
Customer	  to	  do	  	  	  	  Customer	  to	  blame	  	  	  	  Customer	  to	  pay	  
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Multi Sourcing 



Kundesenter  
Support 
Regnskap 
Avregning 
Fakturering 
Administrasjon, diverse forfallent arbeid 
Revenue Management  
Produksjonstjenester  
 
 
IT utvikling 
IT forvaltning 
IT drift 
IT test 
IT support 
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Erfaring - tjenester 
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Outsourcing / Off shoring 



Redusere kostnadene 
 
Redusere risiko ved vekst 
 
Fleksibel bemanning 
 
Ha mer fokus på forretning og kjernevirksomhet 
 
Mangel på kompetanse eller arbeidskraft 
 
Innovasjon 

Målsetting 
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Loss of 
competence 

Vendor 
control 

Transition 
disrupts 
Business 

Risks - Outsourcing 

Fallgruver: 
 
-  Manglene formaliteter; 

(målsetting, business case, forankring,  avtale, prismodeller, risiko analyse, …) 
-  Flytte ut kaos (kaos ut – kaos inn) 
-  Manglende eller lav kvalitet på kurs / trening / opplæring 
-  Manglende på forretningsforståelse 
-  Manglende lojalitet hos leverandøren 
-  Manglende oppfølging / Service Management 
-  Kultur forståelse 

Culture	  
problems 



 
 
 
Flight to  ”Cost savings  
and next generation IT” 
	  
 
 



Konkurskrisen i SAS… 



Admin centralization &  
FTE reduction 

New pension schemes 

Outsourcing 

New agreements for flying  
crew & maintenance personnel 

IT restructuring 

Main cost savings programs 

Banks and financial institutions takes control 
New cost reduction programs implemented 



1.260 

>-600 

634 - IT costs on P&L - 
(MSEK) 

As much variable  
costs as possible 

211 

62 

New organization Today 

+  shadow FTE 

1.300 

650 

Baseline Target 

- FTE reduction - 
 

Saving	  target	  –	  50	  %	  P&L	  reduc5on	  



Business migration to Stockholm 

New Business IT organization 

New Business IT organization 

From IT operation to IT Business 
 
Establishing new and modern IT 
organization integrated into the 
business units 
 
FTE reduction 

Close down Oslo and Copenhagen 

How to do it ? 

Simplify SAS's business 
development by cleaning the 
application and IT spaghetti 
structure  
 
Reducing IT cost and 
development cost 



 
 

How to start? 
 

Implementation 
process 

 
 



… no money no purchase! 

Step 1; economic control, just do it, low hanging fruits 

Purchasing accounts were blocked, only a 
few people had access.   
 
 
IT vendors did not get paid if they did not 
follow the new guidelines for ordering 
 
”Just Do It” -  Vendors negotiation 
 
Application decommission 
 
This gave us a direct 7 % cost savings, 
equivalent to MSEK 100 annually 
 
 
... but there was a lot of politics and strife 

Get control over IT cost, “shadow cost” and agreements 



Technical  
overview 

Cost 
overview 

Risk 
overview 

Contract 
overview 

*FTE/staff 
overview 

*Full-time equivalent (FTE) 

Step 2; overview Where are we? 

Cut the monster in smaller pieces! 

… too big to eat, and it not taste very well  



Prioritized 
business 
needs 

*Full-time equivalent (FTE)  /  Software as a services (SaaS) 

Not 
business 
needs 

Standardization 
SaaS, BPO, … ? 

Cost Benefit? 

Step 3; business priorities What to do? 

Get business control! 

Out                 Keep                   Need more information 



… and system business control! 

Financing plan 

Cost save plan 

Risk analysis 

HR/FTE plan 

Implementation 
plan 
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Step 4; business and finance plan 

We have a plan! 



Business Process 
Outsourcing 



BPO – Business Process Outsourcing 

All processes including IT systems and staff 
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due diligence - basic document 

Application / service descriptions Anonyms competence profile 

BPO – due diligence  documentation 



19	  

Providers Anonymous 
Competence profile 

due diligence basic document 

BPO – information process 



Partners 
Employees 

Agreements 

BPO – contract signing 



Prices match 
SAS 

requirements 

Volume 
flexibility 

Agreement 
compliance 

Proven and 
innovative 

within Airlines 

Transfer of 
SAS personnel 

Operational 
performance 

Service	  Delivery	  
Supplier	   IT	  partner	   Business	  partner	  

Proactive 
demands on 

SAS 

Quality 

Delivery 
model 

Mindset 

Value added 
offered 

Culture & 
adoption 

HOW	  TO	  REACH	  SAS	  IT-‐TARGETS:	  OFFSHORING	  PARTNERSHIP	  

Cost & Risk 
sharing 



Experiences 
 

New players in the market! 



Outsourcing – price – risk – satisfaction - …. 



Outsourcing – low cost 



Outsourcing – price – risk – satisfaction - …. 



Why high score? 
 …taking large market shares in Scandinavia… 

Nye i markedet, ingen lang historie. 
 
Lave priser (OBS! raskt stigende) 
 
Langsiktige 
 
Lösningsorienterte 
 
Ydmyke, viser stor respekt 
 
Informasjonssökende, setter seg inn i situasjonen 
 
Finansiseringsmodeller, ökonomisk styrke 
 
Internasjonal kompetanse  
 
Internasjonale referanser 
 
… 



Experiences 
 

Migration Out - In 



Customer	  in	  the	  middle	  

28	  

Migration out    -    Migration in 

Typical	  situa7on;	  	  
Contract,	  business	  transfer,	  	  ARD,	  	  cost	  sharing,	  	  lost	  income,	  IP,	  know	  
how,	  resistance,	  	  	  missing	  documenta7on,	  coopera7on	  between	  the	  
par7es,…	  



Business	  simula7on	  
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Migration out    -    Migration in 

Ques7ons	  ;	  
How	  will	  the	  old	  supplier	  handle	  the	  situa7on?	  
How	  will	  the	  new	  supplier	  handle	  the	  situa7on?	  
Happy	  or	  unhappy	  divorce?	  

Simula7on;	  
-‐	  contract,	  	  
-‐	  business	  transfer,	  	  	  
-‐	  Knowledge	  transfer,	  	  
-‐	  ARD,	  
-‐	  IP	  and	  know	  how,	  	  
-‐	  resistance,	  	  	  	  
-‐	  missing	  documenta7on,	  	  
-‐	  coopera7on	  between	  the	  par7es,	  
-‐	  delay,	  
-‐	  missing	  revenue,	  
-‐	  cost	  sharing,	  
-‐	  …	  



Experiences 
 

Business Culture & 
Service Management 



Service Management: Mange fine ord, Dokumenter, Verktöy  og Prosesser 
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Business	  coopera7on,	  contractors,	  sub-‐contractors,	  sub-‐sub-‐contractors,	  old	  
contracts,	  	  old	  sub-‐contractors,	  partners,	  	  …..	  	  	  

Real life: many players are involved 
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Real	  life:	  many	  players	  are	  involved	  

E.g. Incident or  
Change management  

Typical	  challenges;	  	  
Vendor	  Management	  
Business	  coopera7on	  
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Unannounced	  audit	  
	  Incidents	  
	  Change	  Managements	  
	  Technical	  setup	  

	  
Formally	  announced	  audit	  by	  SAS	  

	  Service	  Management	  	  
	  Service	  Desk	  
	  Vendor	  Management	  

	  
Formally	  announced	  audit	  by	  	  third	  par7es	  IT	  experts.	  

	  	  Technical	  setup	  
	  
Formally	  announced	  audit	  by	  official	  auditor. 	  	  

	  Service	  Management	  	  
	  Contracts	  
	  Governance	  structure	  
	  Technical	  setup	  

Audit, control & reviews 



Findings 

Supplier	   Supplier	  

Customer	  

Sub	  contractors	  

Sub/Sub	  
contractors	  

Sub	  contractors	  

Sub/Sub	  
contractors	  

Supplier	  

Sub	  contractors	  

Sub/Sub	  
contractors	  

Business	  culture	  
Business	  coopera7on	  
Service	  Management	  	  



Findings 

Veldig	  mye	  teknisk	  “slurv”	  
	  
Kontakter	  var	  ikke	  rik7g	  sa[	  inn.	  
PC´er	  som	  lå	  slengt	  på	  gulvet,	  gjerne	  opp	  ned	  
Chassis	  ikke	  skrudd	  sammen	  
Feil	  ne[verkskort	  (ulike	  serienummer)	  
mm.	  



Guardian Supply 
Support 

Take	  control	  of	  the	  processes	  and	  tools	  



Service	  Management	  organiza7on	  

38	  



Conclusion 



Success factors 



IT Business Partner 
 

IT Supplier 

Missing success factor 



Simple SWOT 



Styrke 
 
-  Lettere å stille krav til service og leveranser 
-  Enkelt å bytte ut personer som ikke leverer 
-  Enklere å skaffe ressurser med riktig kompetanse 
-  Ikke utsatt for sesongsvingninger 
-  Ikke utsatt ved sykdom, ferie, avspasering 
-  Enkelt å avslutte arbeidsforhold 
-  Mindre risiko ved vekst 
-  Ikke administrasjons og HR ansvar for de ansatte 
-  Mer tid til å ivareta egen kjernekompetanse 
-  Mer tid til å forbedre forretningen 
-  Enklere å digitalisere / implementere IT systemer 
-  Standardisering 
-  Industrialisering 
 

Svakheter 
 
-  Manglende nærhet til organisasjonen 
-  Geografiske avstander 
-  Kultur og språkforskjeller 

Muligheter 
 
-  Kutte kostnader 
-  Redusere «overhead» 
-  Redusere risiko ved vekst eller ny forretning 

Trusler 
 
-  Politisk uro / geografisk ustabilitet 
-  Feil leverandør med feil kompetanse eller arbeidsforhold 
-  Lav kvalitet på tjenestene 
-  For store kulturforskjeller 
-  Manglende arbeidsmoral / arbeidsforståelse 
-  Stadig bytte av personell, stort gjennomtrekk 
-  Manglende forståelse av forretning og oppgaver 
-  Inflasjon (som for eksempel. overgang til EUR) 
-  Uventet store krav til leverandøroppfølging og kvalitet 
-  Mister egen nøkkelkompetanse 
-  Blame game 

Simple SWOT 


