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Executive Summary
The implementation of a digital platform as the customer interface for a product-service system is
no different than the acquisition of any technological solution. There are many cases that show
how firms invest large quantities of money and fail to see the results. This research project explores
the elements involved within the implementation of such a platform in a pharmaceutical company
(Janssen) to try to explain how this implementation is affected by the strategic misalignment of
Business and IT. To answer this question, a set of theories were used to contextualize the study
case. First, theories on Business Model, Business Model Canvas and the Evolution of Business
Model, help the understanding of Janssen’s model for the implementation of the system, this
means, the value proposition and everything that surrounds it (stakeholders, channels, activities,
resources, etc.). Second, Servitization and Customer Engagement are used to understand the
motivations behind the implementation and how their initiatives pretend to generate value to the
firm. Once the context had been understood, the Strategy Alignment Model ((Henderson &
Venkatraman, 1999) and Strategy Alignment Maturity Model (Luftman, 2000) helped evaluate the
extent to which the implementation was affected by the misalignment of strategies.
Data collection was done using three different methods: Participant observation, unstructured
interviews and semi – structured interviews. The research was done using an abductive approach
with a back and forth exploration of the evidence. First, the data collected during the participant
observation and unstructured interviews, was used to infer the theories that would best explain the
situation observed. Once the theories were identified, a guide for semi-structured interviews was
designed with a more specific focus when trying to collect evidence that would support the
assumption.
The results of the research show that although strategic alignment of Business and IT could
potentially influence in the success of the implementation, there are fundamental factors that need
to be taken into consideration. Environmental variables like the size of the company could also
affect the way in which the strategies are executed. Strategic Alignment requires a well-structured
organization with efficient communication and governance, and cannot be therefore achieved
without first addressing the underlying challenges.
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Chapter 1

Introduction
The so called Digital Disruption is challenging traditional ways to do business, companies are in
constant work to quickly adapt to changes in market trends often brought by the capabilities offered
by technologies. Digital Natives demand products and services to be available through their digital
devices, which has somehow set the direction in which business evolves.
These demands have also affected the way in which IT and business have interacted to this day.
With these changes, new opportunities of innovation have been created; Companies are adding
value to their core corporate offerings through the creation of services, a trend that has been defined
as “servitization” (Vandermerwe & Rada, 1988). These services are now a days often running on
a digital platform which makes the role of IT crucial for achieving the desired goal of the business.
Traditionally, the role of IT has been directed on a functional-level basis, that is to say, that IT
strategy would be tailored in a way that it serves the business strategy (Henderson & Venkatraman,
1999) this way of directing IT has been challenged by the shift of business models that have
incorporated services into their overall business strategies.
Simply put, this need for a change in the role of IT comes from the combination of the above
mentioned elements (digital technologies and servitization of business). Products and services
have increasingly embedded with digital technologies, which makes it more difficult to consider
one without the other.(Bharadwaj, El Sawy, Pavlou, & Venkatraman, 2013).
This research will focus on the basic level of “servitization” (specifically in the pharma industry)
in which companies create specialized services around the products they make and offer these
services as a way to keep the customer operating effectively(Vandermerwe & Rada, 1988), in other
words, to keep the customer engaged. Two different elements will be considered: First, the
implementation of a Product-Service System which is product-oriented, through a digital platform
and second, the alignment of strategies between business and IT units in pro of this
implementation.
8

1.1

Background

According to Vandermerwe & Rada (1988), “servitization” of business evolved in three
overlapped stages. The first one refers to Goods and Services as separates business models, the
second one proves their inseparability and the third one, and most relevant to this research, focuses
on the offering of “bundles” that include, Goods, Services, Support, Knowledge and Self-Service.
Most companies now a days offer this “bundle” in one way or another. As proposed by Baines et
al (2009), Servitization is the innovation of an organization’s capabilities and processes to better
create mutual value through a shift from selling product to selling Product-Service Systems (PSS),
a concept that, according to Baines et al. (2007) has been defined by several authors (e.g.
Goedkoop et al 1999; Mont 2001; Manzini 2003; Brandsotter 2003; Wong 2004; etc), being the
first and most generally adopted, as cited by Baines et al. (2009), the one introduced by Goedkoop
et al (1999) as cited by Baines et al. (2007) : A PSS is a combination of products and services to
satisfied customer needs and user required functionalities as well as a lower environmental impact.
According to Manzini & Venzzoli (2003) PSS can be classified as one of the followings: 1.
Services providing value added to the product 2. Services providing final results to the customer
and 3. Services providing platforms to customers. The first class of PSS is the most basic one with
the lowest level of innovation, the ownership of the product is retained by the customer and the
company guarantees the efficiency and functionality of the product by offering additional services.
The reasons why a company would shift towards a PSS model can be summarized in the following
drivers: Strategic (Competitive advantage), Marketing (Customer engagement), Financial (Profit)
(Baines, Lightfoot, & Benedettini, 2009). These drivers also shaped the way in which the PSS is
designed and deployed. One of the important aspects to look into, is the strategy with which the
PSS processes would be implemented within a given company, with the trend of digitization, the
presence of digital elements within a PSS is inevitable; with this, the IT infrastructure and strategy
should play a very important role within the correct functioning of the PSS.
In a company with a traditional business model and within a heavy regulated industry, there are
different factors to take into consideration when aiming to succeed at the implementation of a
product-oriented PSS. Therefore, this research will focus on the implementation of a digital
9

platform as a driver of a PSS and whether or not the strategy alignment of Business and IT units
affect this implementation.

1.2

Problem Definition

As mentioned in the previous section, digitization and servitization are often closely related
because of the capabilities that digital technologies offer to shape business and create
opportunities. Digital tools are, most of the time, the skeleton and the mean through which services
are offered to the customers. It is therefore a concern to make sure that the objectives followed by
different stakeholders are aligned with each other.
In the case study to follow, the company is implementing a digital platform as the interface
between their customers and their PSS.
In order to find out to what extent is the previous assumption true, this research will be based on
the following question:
How does the alignment of Business and IT goals affect the implementation of a Product-Service
System in the Pharma Industry?
The following sub questions should serve as support to the main question:


What are the underlying factors that could be negatively affecting a strategic alignment
within the organization?



How does the business and IT strategies interact with each other?



How can a digital platform convey the business strategy in place for the PSS? Is it a critical
element for the PSS?

10

1.3

Stage Setting

This section provides an overview of the company where the research will be placed.
Janssen is a pharmaceutical company originally known as Janssen Pharmaceutica and founded in
1953. Acquire by Johnson and Johnson in 1961 and later merged with Cilag in 1988 becoming
Janssen - Cilag, now called Janssen. (Janssen, 2018) Currently operates in more than 150 countries
across 5 continents.
Janssen is currently on going a digital transformation with focus on customer engagement, each
branch has, to some extent, independence on the direction of this transformation, this study case
will be done within Janssen Nordics, therefore the information presented hereinafter is regarding
Janssen Nordics . The Digital team is leading this transformation and have started by creating a
digital strategy. This digital strategy has been crafted based on interviews with business leaders
and the goals set up by global leadership.
As a pharmaceutical company their main line of business is developing and selling medicines.
However, with the new digital approach, the intention is to create a closer relationship with
healthcare professionals and patients by offering added value through services created to keep their
customers engaged.

11

1.4

Scope

The current study case will be focused in the approach taken by the Nordics (this includes: Sweden
Denmark, Finland and Norway). The research will first focus on identifying the characteristics of
a Product-Oriented PSS within the current business model and the digital transformation that is
currently on going. This, is to find out if the company has a PSS in place and what the role of the
digital platform is within the system.
The research will also look into the alignment of the different organizational units as well as the
roles and challenges faced by each stakeholder in the process, with the purpose of finding out how
the implementation and correct functioning of the PSS is affected by the relationships within each
unit.
This project will not further explore the relationships and roles outside of the Nordics, the structure
of the company (further described in the results chapter) shows that each level of the parent
company and how it is related to Janssen in the Nordics varies in the way each one works.
Although, these differences show to be relevant for this research, the collection of evidence is
limited to the teams working in the implementation of the digital platform within the Nordics.

12

Chapter 2

Theoretical Background
This chapter provides an overview of the concepts that will help understand this research project.
Each section will summarize the relevant points of the theories that will support the data collection
and the analysis. At the end of the chapter, the analytical framework section will explain how this
theories are used and how they relate to each other.
The theories to be used cover the main aspects of the research focused in the conditions given by
the study case. Business Models, Business Model Canvas and the Evolution of Business Models
work as an introduction to the context and the way that the company works, helping understand
the environmental variables of the company. At the same time, the discussion on Servitization and
Customer Engagement theories help explain the drivers of the change in a company’s business
model. These two should work as an input to the Strategic Alignment discussion which on its own
should cover the potential success and fail factors and where a company is positioned when it
comes to these factors.

1 Business Models
Several authors have contributed to the definition of a business model. One suggests an intuitive
level definition of business model as “a description of an organization and how that organization
functions in achieving its goals (e.g., profitability, growth, social, impact)” (Massa et al. 2007, pp
73) however, as others have also pointed out [(Levy, 2017), (Gorevaya & Khayrullina, 2015),
(Zott, Amit, & Massa, 2011)] there is no consensus on a single definition for Business Model. This
section will provide an overview of the business model concept to aid the contextualization of this
research project.
According to Zott et al. (2011) studies on business models are often performed without considering
a clear definition of a business model. With the advent of the internet and information technologies,
innovative ways of doing business have emerged which have led to research efforts often being
13

focused on trying to explain the different trends that have surfaced with the appearance of such
technologies. For Zott et al. (2011) these can be classified in: 1) e-business and the use of
information technologies in organizations, 2) strategic issues such as value creation, strategic
advantage and firm performance and 3) innovation and technology management.
From the several definitions collected by Zott et al. (2011) this research will use the one presented
by Timmers (1998) as cited by Zott et al. (2011). Therefore, Business Model should be understood
from now on as the design of the product, services and information flows, which includes a
description of the different business actors and their roles; a description of the potential benefits
for said business actors and the description of the sources of revenue. Though within this definition
there is no explicit mention of digital technologies, it can be assumed that now a days the use of
such cannot be left out if a company would like to maximize their chances of profit, it is then that
business models should evolve as trends, market and technology and other structures change
(Teece, 2009)

1.1

Business Model Canvas

The Business Model Canvas is a tool for modeling businesses by means of nine building blocks
(Figure. 1). (Osterwalder, Pigneur, & other contributors, 2010) It is widely used to explain business
ideas as it is easy to use and understand.
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Figure 1 Business Model Canvas
Osterwald et al (2010)

This section will briefly describe each building block. These will be used to study the business
dynamics of Janssen, however, the only ones taken into consideration are the ones relevant for the
understanding of the PSS.


Value Proposition: describes the “bundle” offered, which comprises the product and
services that create value for a specific customer segment.

The value proposition is basically the reason why a customer chooses one company or the
other. It can be innovative/disruptive or something similar to what is already in the market but
with added features. The latter would represent the evolution of traditional business models,
as previously mentioned, businesses offered only products but with the servitization trend, the
value proposition has changed to include services that provide the firm with a competitive
advantage (Vandermerwe & Rada, 1988)


Customer Relationships: describes the types of relationships a company establishes with
specific customer segments.
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These relationships can be driven by different motivations (Customer acquisition, customer
retention, boosting sales) as well as being distinguished in different categories: Personal
assistance, dedicated personal assistance, self-service, automated service, communities and cocreation.


Customer Segments: Defines the different groups of people or organizations, an enterprise
aims to reach and serve. To better understand the segregation of customers one could use
the following conditions:

Customer groups represent separate segments if: (Osterwalder et al., 2010)
o Their needs require and justify a distinct offer
o They are reached through different Distribution Channels
o They require different types of relationships
o They have substantially different profitabilities
o They are willing to pay for different aspects of the offer


Channels: describes how a company communicates with and reaches its customer segments
to deliver their value proposition. Channels are basically the interface between a company
and its customers.

Channels could be Partner or Own as well as Indirect or Direct. And have 5 different phases. A
channel could cover all phases or only a few:

Figure 2 Channel Phases of the Business Model Canvas
(Osterwalder et al., 2010)
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Key Resources: describes the assets that make the business work. These assets allow the
firm to offer their value proposition, maintain their customer relationships, and generate
revenue and could be Physical, Intellectual, Human or Financial.



Key Activities: describes the activities that make the business work. Similar to key
resources, these activities allow the firm to offer their value proposition, maintain their
customer relationships, and generate revenue.



Key partnerships: describes the strategic alliances like joint ventures, buyer-suppliers
relationships, etc.

As mentioned throughout this chapter, the emergence of digital communications have
exponentially improve the opportunities that business have to make profit. Traditionally these were
perceived more as a supporting tool in administrative tasks (Henderson & Venkatraman 1993,
Bharadwaj et al. 2013) but these technologies can also provide a whole set of capabilities in
relation to the services that the company is offering that goes beyond the traditional supporting
role. This sort of evolution will be explained in the following section.

1.2

Evolution of the Business Models

The classical model comprised locating a store and demonstrating goods where potential buyers
could get “hooked”, however, the main transaction was selling a product. In a more evolved
business model some aspects, of what will be later discussed as servitization, were observed in
models like the “razor-blade” model, called so due to the business making profit of the sales of
spare or complementary parts after the original purchase (Gorevaya & Khayrullina, 2015). Now a
days, companies are transforming their business models as a way of decreasing costs and
improving business efficiency, the biggest innovation is based on the convergence of IT
capabilities of off-line and on-line technologies, a change that has been defined as e-business. “ebusiness” can be defined as doing business electronically (Zott et al., 2011) however, it is important
to point out that business models that have only implemented digital technology as a mean to
improve their model, are not considered “e-business”
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Nevertheless, the capabilities offered digital communications have open a wide range of
opportunities to transform the business models by designing services as an added value to their
core corporate products, a change defined as “servitization” (Vandermerwe & Rada, 1988)

2 Servitization
The use of services as a revenue stream is not new, the novelty is creating specialized services
around existing products as an added value (Vandermerwe & Rada, 1988). Three stages can be
observed within the “servitization” movement: 1) Good or Services companies business models
were based in either one or the other. 2) Goods + Services, the arrival of advanced technology and
convergence of trends demonstrated the inseparability of both. 3) Goods + Services + Support +
Knowledge + Self Service, companies starting selling “bundles” that included these elements.
From the above, one of the elements to be noted particularly is “Support” as many industries use
it as a self-standing offer. Following with Vandermerwe & Rada’s contribution (1988), the element
“Support” ranges from training to remote maintenance of systems. Many industry support service
system revolves around keeping the customer functioning effectively. The reason why this is
relevant is because it captures the drivers of servitization: Customers drive servitization. “now the
emphasis is more on establishing and maintaining a relationship between the corporations and their
customer base through broader offerings.” (Vandermerwe & Rada, 1988. pp 318). The following
section will describe a classification of servitization which emerges from a trend of environmental
efforts. Within the context of this research, this classification will help identify the main elements
of servitization that combined are viewed as a functional system, even if the stage in which this
research is developed is not considering an environmental aspect in particular.

2.1

Product Service System (PSS)

A Product Service System (PSS) can be understood as a market proposition that extends the
traditional functionality of a product by incorporating additional services. (Baines, Lightfoot,
Steve, & Neely, 2007) Different authors propose different approaches and the concept is often
included within the sustainability discussions due to the innovative nature that accompanies it.
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Goedkoop et al. as cited by Baines et al (2007) introduced some clarity to the concept by defining
each component as:


Product: a tangible commodity manufactured to be sold. Capable of fulfilling users’ needs.



Service: an activity (work) done by others with an economic value and with commercial
purposes.



System: a collection of elements including their relationships.

There are also many approaches to these systems that allows them to be classified, the suggested
three classifications (Manzini & Vezzoli, 2003) for PSS are:


Product-Oriented: Promoting/selling the product in a traditional manner but creating
services that add value to these products.



Use-Oriented: Selling the use or availability of a product without transferring its ownership
to the customer.



Result-Oriented: Selling a result or capability instead of a product.

As discussed in the introduction, based on the characteristics of the study case, the most fitting
classification to locate the research in the proper context is Product-Oriented. With this in mind, it
is necessary to explore what role digital technologies play within the Product-Oriented PSS. Often,
this role is related to the nature of the service that is being offered and what the main goal of such
service is.

3 Strategy Alignment of Business and IT
One of the main concerns of recent studies about the evolution of the IT role within a company’s
value proposition is the perception of IT as a cost more than a value.(Collins, Macehiter, Vile, &
Ward-Dutton, 2007). Companies spend large amounts of money in technology implementation
and when they fail to see results IT becomes a cost. But failing to “see” results not necessarily
means that the implementation was unsuccessful, part of the problem lies within the
communication between IT leadership and Business leadership. “IT value is measured by
performance metrics on dimensions that stakeholders find important” [(Mitra, Sambamurthy,
Westerman, 2011) as cited by (Moller & Chaudhry, 2012) p. 60]. IT leaders fail to express the
19

value delivered by their units due to a lack of alignment in the focus of the metrics used by the
different business units.
Henderson & Venkatraman (1993) also reached a similar conclusion, arguing that the failure of
business to perceive the return of IT investments is due to the misalignment of strategies between
Business and IT. In other words, when a company’s investment in technology as a way to increase
profit doesn’t seem to work out, the answer may be in the lack of alignment between the goals of
Business and IT. Several other authors have tried to study the reasons behind this misalignment
(Collins et al 2007, Kepes 2011, Plant 2014) Results vary from incorrect communication (Collins
et al., 2007) to wrong leadership (Plant, 2014).
Collins et al. (2007) have concluded that: “This tendency to focus on component technologies
rather than business-facing services also results in failures to allocate responsibility and
accountability.” (p. 33) which subsequently leads to a very poor capability of the IT unit to
effectively respond to the business needs.
As previously discussed, the main role of IT had been so far focused on the provision of services
for business units in a way that resemblances that of a servant (Collins et al., 2007) but with the
introduction of outsourcing possibilities, this is becoming less and less a problem. “The underlying
trend here is pressure upon IT departments to produce greater outputs, with less resourcing”
(Kepes, 2011. pp 15) examples of such possibilities are Cloud Computing, which offers the ability
for IT departments to apply resources on demand, another example is outsourcing services, this is
the use of vendors or agencies.
When a firm doesn’t have to occupy resources on keeping their services running, there is space to
focus on the architecture of the enterprise where the goal is to lever the capabilities of IT. This is
where the term “Business IT” is introduced, “It’s a term that does a better job of capturing the
increasingly symbiotic relationship between the firm and its technology and underscores that
technology has finally, in many cases, actually become the business.” (Plant, 2014)
In general terms, strategic alignment is having all parties involved in the organization working to
achieve the same long term goal. The Strategic Alignment Model (SAM) (Henderson &
Venkatraman, 1999) helps firms find the perspective they should take in order to develop
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appropriate strategies based on value proposition. This section will explain the relevant points of
this model.
First of all, they proposed the strategic alignment to be over two building blocks: Strategic Fit and
Functional Integration. The functional integration addresses both an internal (the logic of
administrative structure and the specific foundation of design and redesign of business processes)
and an external domain (the business arena in which the firm competes).
Their argument is based on the logic that the IT strategy should be structured in terms of an external
domain (position in the IT marketplace) and an internal domain (how the IT infrastructure should
be configured and managed.)

Figure 3 External Domain of the Strategy Alignment Model
Adapted from (Henderson & Venkatraman, 1999)

Figure 3 represents both the Business and IT strategies within the external domain. As mentioned
before, the external domain is the area in which the business competes. Each of the blocks stands
for a set of choices that the firm has to take to secure a good position in the marketplace, at the
same time, the blocks from each of the strategies are analogous to the other one.
The internal domain, on the other hand, is the traditional view of the role of IT, as discussed
previously (Henderson & Venkatraman 1999, Collins et al 2007, Kepes 2011, Bharadwaj et al.
2013) is more of that of a supportive set of tools.
21

Figure 4 Internal Domain of the Strategy Alignment Model
Adapted from (Henderson & Venkatraman, 1999)

In which each block of the IT strategy is there to make sure that the blocks of the Business strategy
are being fulfilled efficiently. It is in Figure 4 where one can observe the internal orientation of the
IT strategy.
The above has also been discussed in a further developed model to assess the maturity of strategy
alignment by Luftman (2000) which presents a structure of Henderson & Venkatraman (1999) in
terms of twelve components that form the alignment of Business and IT. (Luftman, 2000)

3.1

Strategy Alignment Perspectives

Based on the driver, there are four dominant perspectives, which facilitate the identification of key
elements that would need to be evaluated when observing the Strategy Alignment of Business and
IT. The following table (Table 1) presents and overview of these perspectives.

Perspective

Driver

Role

of

Top Role

of

IT Performance

Management

Management

Criteria

Strategy

Business

Strategy

Strategy

Cost/Service

Execution

Strategy

Formulator

Implementer

System
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Technology

Business

Transformatio Strategy

Technology

Technology

Technology

Visionary

Architect

Leadership

Business

Catalyst

Business

n
Competitive

IT Strategy

Visionary

Potential
Service Level

IT Strategy

Prioritizer

Leadership
Executive

Customer

Leadership

Satisfaction

Table 1 Strategy Alignment of Business and IT Perspectives
From (Henderson & Venkatraman, 1999)

The first two perspective corresponds to the most relevant for the current research, this is due to
the characteristics of the company and the industry it belongs to, however, which one applies best
depends on a fundamental difference between one and the other. In the first one, the IT
infrastructure will be shaped based on the Business Strategy, in contrast, the second one will thrive
for the appropriate position in the IT marketplace to find IT capabilities that could give them a
competitive advantage (Henderson & Venkatraman, 1999)
The Strategy Alignment Model (Henderson & Venkatraman, 1999) has been widely cited through
research in the topic and thus it has also been further developed on shortcomings of their proposal.
Beyond the need for an understanding between both sides (Business and IT) research has also
found that firms could fall into an alignment “trap” (Shpilberg, Berez, Puryear, & Shah, 2007)
developing structures that might constrain them in a way that the business will fail to rapidly
respond to changes (Benbya and McKelvey, 2006; Shpilberg et al. 2007; Tallon and Pinsonneault,
2011 as cited by (Coltman, Tallon, Sharma, & Queiroz, 2015))
Assuming that strategy alignment is the solution, without first addressing the underlying problems
could result in a waste of money, Shpilberg et al. (2007) argues that there are four different stages
that depicts the situation of a firm in terms of alignment.
1. Maintenance Zone: In this quadrant the firm’s IT efforts are only directed to keep the
systems running with minimum investment and with not enough added-value offered.
2. Alignment Trap: This quadrant represents the scenario in which the company has invested
in the Business and IT strategies without first addressing the effectiveness of their internal
IT. Based on the Strategy Alignment Model, this could be a firm that would take a
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Technology Transformation or Competitive Potential (See table 1) without considering that
this should not be a bivariate approach but a complex relationship between both external
and internal domains.
3. Well-Oiled: This quadrant represents companies where the focus was to deliver projects
on time and in budget despite them not being completed aligned with the business strategy
4. IT-Enabled growth: This quadrant showed that those firms that would focus on delivering
the project effectively and further aligning it to the business strategy were the ones with
the highest growth.
Below is a graphical explanation of what was previously discussed (Shpilberg et al., 2007)

Figure 5 Alignment vs Efficacy
From: (Shpilberg et al., 2007)

Another assumption that might negatively affect the SAM model efficiency could be the existence
of a clear business strategy that has been already understood by all levels of the organization
(Baets, 1992). This is a very important limitation considering the work of Luftman (2000) which
argues that the most important factors to measure strategy alignment are based on six enablers and
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inhibitors (See below table) which revolve around an issue of understanding and communication
across organization.

Enabler

Inhibitor

Senior Executive Support for IT

IT/Business lack close relationships

IT involved in strategy development

IT does not prioritize well

IT understands the business

IT fails to meet commitments

Business-IT partnership

IT does not understand business

Well-Prioritize IT projects

Seniors executives does not support IT

IT demonstrate leadership

IT management lacks leadership

Table 2 Enablers and Inhibitors of the Strategy Alignment
From (Luftman, 2000)

Adding to Shpilberg et al. (2007) findings, the above table (Table 2) recognizes the important of
Well prioritize IT projects and the IT failure to meet commitments as an enabler and inhibitor
respectively.

3.1.1 Digital Business Strategy
Within all the Business and IT strategy alignment topic as a core success factor there are some
authors that believe in, not only the alignment of both strategies but their consequent combination
into a new strategy defined as Digital Business Strategy (Bharadwaj et al., 2013).
The authors believe that the ultimate alignment is the existence of a middle point concerned with
taking advantage of digital initiatives driven by business and enabled by technology. They
proposed four main aspects that should be evaluated when developing a Digital Business Strategy.
Scope of Digital Business Strategy
The scope of the digital business strategy should guide the relationship to the firm and all structures
within (IT infrastructure, industry partners, business units, etc) and the settings in which it will be
more effective. Within this aspect, the authors argue that although Henderson and Venkatraman’s
(1999) contribution is important to explain the relationships between Business and IT strategies, a
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Digital Business strategy transcends “traditional functional and process silos” (Bharadwaj et al.
2013, p. 473). In other words, Digital Business Strategy should not be positioned in a functional
level but should ultimately replace the Business Strategy in the digital era. All business processes
and digital initiatives should be under the umbrella of a digital business strategy with the digital
resources being the connective thread. Information obtained through external and internal digital
platforms will be the basis of the digital business strategy.
Furthermore, a consideration of the digitalization of products and services and their deployment
in digital platforms is required to successfully develop such approach. Finally, the extension of the
range and reach of said digital business strategy requires rethinking the IT resources and how these
support the business processes that surround them as well as an agile mindset to respond to the
changes of the market trends.
Scale of Digital Business Strategies
In this aspect, the main thing to notice is that the networks effects that pervasive connectivity,
digital products and services and digital platforms provide have open opportunities to obtain value
from the large amounts of data that became available from all digital sources within the firm. The
“Big Data” includes all digital marketing strategies like social media campaigns, market
researches, digital platforms, enewsletter etc.
Speed of Digital Business Strategies
The two most important things to notice within this aspect are: The speed of product launches and
the speed of decision making. Digital business strategy should accelerate the speed of product
launches, especially because in the digital era, there is a perception of immediate availability. Users
are connected all the time and expect everything to be readily available for when they need it.
The speed of product launches is closely related to the speed of decision making, which according
to Bharadwaj et al. (2013) is accelerated by the use of technology. The big data mentioned in the
previous aspect plays an important role in decision making. Rich data sets available on demand
should provide the proper environment for accurate and rapid decision making. This however,
poses a big challenge because it requires specialized resources to make sense of the large datasets
into proper analyzed reports that are relevant and understandable for the decision makers.
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Sources of Value Creation and Capture
There are different elements to take into consideration regarding value creation and capture,
however the most relevant for this research is the one related to the value obtained from
information. This again is closely related to the big data obtained through the different digital
technologies in place for the firm. The way in which digital technologies facilitate the sharing,
redistribution and reuse of information at a very low cost poses a big advantage for the firm when
trying to obtained valuable information. This could come in the form of a market research, or
customer engagement or simply advertisement based models.
A digital business strategy can only come in place when the firm has evolved in all aspects to an
ideal maturity level within a digital environment. Therefore, it would be first needed to weight
where the firm is positioned in terms of maturity level.

3.2

Measuring the maturity level of Strategy Alignment

Henderson’s & Verkatraman’s (1999) model has been further developed by other authors
(Luftman 2000; Chan et al. 1997, Reich & Benbasat 2000 Sabherwal & Chan 2001, as cited by
(Belfo & Sousa, 2012)) in different models with the intention of measuring the maturity level of a
firm’s alignment of strategies. Belfo & Sousa (2012) argue that the model that best covers all
dimensions of strategy alignment is the one developed by Luftman (2000). Luftman’s instrument
is one of the most promising and deserves further attention and use in future research (Straub, et
al. 2014 as cited by Belfo & Sousa, 2012)
The Strategy Alignment Maturity Model by Luftman (2000) referred to as “SAMM” consists of 5
levels of maturity and six IT-related criteria that must be assessed to determine which level of
maturity the firm has. It is performed with a team of the business unit and a team of the IT unit,
together they will evaluate and place each criteria in an individual basis. Finally, the results will
then be merged to in an overall maturity level with the next level as a roadmap to improvement.
(Luftman, 2000).
These criteria are the results of a study of the overview of the Strategic Alignment Enablers and
Inhibitors, which places communication as one of the most important elements (Luftman, 2000)
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possibly because ineffective communication leads to ineffective understanding which is one of the
causes of strategy misalignment. (Mitra, Westerman, & Sambamurthy, 2011)
Figure no. 6 provides an over view of the six elements that need to be assessed when determining
the level of maturity in a firm’s strategy alignment:

Figure 6 IT Business Alignment Maturity Criteria
From (Luftman, 2000)
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3.3

Five levels of Maturity

Each of the elements above (Figure 6) will be evaluated and placed on a maturity level, as
mentioned previously not all elements need to be in the same level as they are assessed on an
individual basis. Table 3 provides a summary of the maturity levels per Luftman (2000).
Criteria

Level 1

Level 2

Level 3

Level 4

Level 5

Initial/adhoc

Commited

Established

Improve

Optimized

process

process

focus

d/Manag

process

process

ed
process

Communicatio

Lacks

Limited

Good

Bonding

Informal,

ns

understandi

understandi

understandi

unified

pervasive

ng

ng

ng

Competency/va

Some

Functional

Some

Cost

Extended

lue

technical

cost

effectivenes

effective

external partners

measuremen

efficiency

s

Traditional

Relevant

Manage

Integrated

process,

at functional

process

d across

across org and

reactive

level

across org.

org.

partners

Conflict, IT

Processes

Seen as an

Drives

IT-Business

perceived as

enabler

asset.

business

coadaptive

Process

strategy

cost

to

ts
Governance

Partnership

No

a cost

formal

driver
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Scope

&

Traditional

Transaction

Architecture

Integrated

Integrate

Evolve

across org.

d

partners

with

with

partners
Skills

IT

takes

risks

Differs

Emerging

Shared

Education,

across

value

risks

organization

service

rewards

&

careers, rewards
across org.

provider
Table 3 Maturity Levels of Strategy Alignment
From Luftman (2000)

What drives the business is a fundamental factor when identifying the right perspective for the
company. As mentioned in the section about servitization, the shift of traditional business models
goes towards the offer of “bundles” that include a good and a service as an added value
(Vandermerwe & Rada, 1988). This is a shift in which the customer is the center piece as
servitization is customer driven.

4 Customer Engagement
Kumar and Reinartz (2016) as cited by (Venkatesan, Petersen, & Guissoni, 2018) explained that
customer value is a dual concept in which the purpose of the business is first create value for the
customer (offer) to then extract the value from the customer (profit). Venkatesan et al (2018)
review the processes followed by Customer Management literature (Kaplan & Norton 2006, Cao
& Gruca 2005, Venkatesan et al. 2012) as cited by Venketesan et al. (2018).
The four processes are:


Identifying the target segment: By selecting the most attractive segment to the company’s
value proposition



Acquiring customers: By converting prospects to customers.



Retain customers: By defining what type of relationship there is. (e.g. contractual, noncontractual)



Grow the relationship with the customers: By cross-selling and up-selling.
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Customer engagement goes beyond the traditional process of customer management. It represents
the outcome of a firm’s efforts to create a relationship with their customer, motivate, empower and
have them contribute beyond a traditional transaction (Harmeling, Moffet, Arnold, & Carlson,
2016)
The process to accomplish this outcome can be defined as Customer Engagement Marketing. This
includes strategies like, social media campaigns, customer reviews, blogging, referrals etc.
(Harmeling et al 2016, Venkatesan et al. 2018). Figure 7 summarizes the main points of the
Customer Engagement theories.

Figure 7 Key Constructs in Customer Engagement Marketing

As pointed out earlier in this section, customer engagement suggests the idea that the customer has
something more to offer than just the possibility of a financial transaction. (Harmeling et al. 2016)
These are:


Customer network assets: the social ties of a customer within his or her network



Customer persuasion capital: trust and influence a customer has with other existing or
potential customers



Customer knowledge stores: obtained knowledge about the firm, brand and product



Customer creativity: customer contribution that could mean a potential competitive
advantage for the firm.
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A company could concentrate their marketing strategies in finding out how to extract the above
elements from their customers, for the purpose of this research, the focus will be put in the main
channel with which Janssen is venturing at the moment that is the implementation of a digital
platform as the catalyzer of their Customer Engagement Marketing. It is possible then that the firm
has a very clear business strategy but the “how” on accomplishing them may rest in the digital
initiatives as executioners of the business strategy.

Analytical Framework
This section will briefly describe how the theories are used within the research. Figure 8
summarizes the interactions between all theories:

•Understanding
of the drivers
•Target
Segmentation

Servitization

•Changes in
Traditional BM

Customer
Engagement

•Explain the
value
proposition
BMC

SAM and DBS
• Understand possible
success/fail factors
• Identify key areas
and roles

•Evaluate and
categorize
identified areas.
SAMM

Figure 8 Analytical Framework

As previously introduced, Janssen is a pharmaceutical company that was acquired by Johnson &
Johnson. It already had an established brand before the acquisition which allow the company to
keep their business model almost intact. In recent ventures, they have decided to implement a
digital platform that gathers all offered services, as a way to improve their customer engagement.
This research is based on the assumption that all efforts of the company to accomplish their
business goals through a digital initiative will be affected if these business goals are not align with
the IT goals of the firm. Therefore, the research uses the theoretical framework previously
explained in the following way:
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1 Business Model Canvas
The business model canvas is a tool for modeling businesses. It is usually used as a way to clearly
show what the dynamics of the business are and how this will bring profit by defining nine building
blocks (Osterwald et al. 2010). For the purpose of this research, the business model canvas will be
adapted to explain what the value proposition of Janssen is in relation to the digital platform that
was implemented. Below is a representation of the model to be used.

Figure 9 Business Model Canvas applied
Adapted from Osterwald et al. (2010)

It is important to note that the purpose of doing this, is understanding how the firm is trying to
create additional value by means of offering additional services.

2 Strategy Alignment Model
The SAM will help place the strategy alignment in the correct context (domain), by helping
identify the appropriate perspective that the firm follows in the alignment of their strategies.
As the focus of the implementation of the new platform is customer engagement, the assumption
is that the main focus should be put in the external domain, however to better understand the
context all aspects will be considered as the information obtained best allows it.
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Figure 10 External Domain – Strategy Alignment Model
Adapted from (Henderson & Venkatraman, 1999)

As previously discussed this model operates under certain assumptions that might affect the
success of it. Therefore, it is important to make sure these limitations are addressed by individually
assessing its elements.
The theories about Digital Business Strategy will be used to better understand the role of the Digital
Team and the relationships with the other stakeholders.

3 Strategy Alignment Maturity Model
As previously discussed, the SAMM helps firms asses the maturity level of their business,
however, the correct execution of this assessment requires a process that is out of the scope of this
research, therefore, a more appropriate adaptation of the model will be used. This adaptation will
take the six elements and asses them through interviews to have a detailed and structure
understanding of the challenges and possible reasons behind them.
Criteria

Level 1

Level 2

Level 3

Level 4

Level 5

Initial/adhoc

Commited

Established

Improved/

Optimized process

process

process

focus process

Managed
process
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Communications

Competency/value

Lacks

Limited

Good

Bonding

understanding

understanding

understanding

unified

Some

Functional

Some

Cost

Extended

technical

cost efficiency

effectiveness

effective

external partners

Traditional at

Relevant

Managed

Integrated

process,

functional

process across

across org.

org and partners

reactive

level

org.

Processes

Seen

Drives

IT-Business

enabler

asset. Process

business

coadaptive

driver

strategy

Integrated

Integrated

Evolve

across org.

with

partners

cost

Informal, pervasive

to

measurements
Governance

No

Partnership

formal

Conflict,

IT

perceived as a
cost
Scope

&

Traditional

Transaction

Architecture

as

an

across

with

partners
Skills

IT takes risks

Differs across

Emerging

Shared

organization

value

risks

service

provider

Education, careers,
&

rewards across org.

rewards

Table 4 Maturity Levels of Strategy Alignment
From Luftman (2000)

The objective is understanding where the issues of the company are and whether these issues
correspond with the theories previously discussed.

4 Customer Engagement
Combined with the Business Model Canvas, the key constructs in customer engagement will help
the understanding of the business and what the purpose of the strategy is.
Marketing Strategies are being translated into digital initiatives but it is necessary to correctly
identify the customer before any strategies are created. Knowing the customer will facilitate the
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development of a customer journey through the digital platform. Below are the main factors of
Customer Engagement Marketing.

Figure 11: Key Constructs in Customer Engagement Marketing
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Chapter 3

Methodology
This section will describe the process followed on this research. The project is an empirical
research in the form of a use case in the company where the author works as a student-worker,
there are, therefore, important considerations that will be discussed in the different subsections
that represent the methodology.

1 Contextualization
As previously introduced, Janssen is implementing a digital platform that integrates some of the
services they offer to their customers as part of their added value. The author currently works as a
webmaster within the Digital department that is in charge of planning and executing all digital
initiatives including the deployment of said platform in the Nordics, with different tasks that
include: content curation, technical support, user experience design, digital consulting. Each of
these tasks have allowed the author access to the different stakeholders and issues that could
directly impact the success of these initiatives.

2 Qualitative Research
As stated in the problem statement, the purpose of this research project is to understand how the
current settings of the firm in relation to alignment of Business and IT goals affect the
implementation of their digital initiatives, specifically in this case, the implementation of a PSS.
As it is merely a case of understanding the dynamics, the project was done as a qualitative research.
“Qualitative researchers study things in their natural settings, attempting to make sense of, or to
interpret, phenomena in terms of the meanings people bring to them (Denzin & Lincoln, 2005)
cited by (Guest, Namey, & Mitchell, 2013, p. 3).
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The existent conditions facilitated this project as an empirical research due to the information that
was accessible during the work period of the author. Important learnings included issues that were
present across units that were involved in the implementation of the digital initiatives and became
a potential risk for the firm. Therefore, the research will be based mostly on an empirical analysis
supported by a theoretical framework that helped guide the subsequent data collection.
This project was done using an abductive approach as the most likely causes were inferred from
the data collected. An abductive inference goes backward, from a given conclusion to search for
the grounds that conclusion was based on (Walton, 2014). The research did not follow a sequential
flow but rather consisted of constant sprints between the observation results, the theories and the
data obtained from the formal interviews, this with the purpose of correctly matching the
information gather to the theories selected that were applicable.

3 Data Collection
The collection of data was done through a set of different methods that include, Participant
Observation, Informal Interviews and Formal Interviews. These methods happened in different
stages of the research. Table 5 provides a summary of said methods.
Method

Stage

Description

Participant

Throughout

Observations

duration of the of the role of the research

the Access to information through daily tasks as part

research
Informal Interviews

Early stage of the Included meetings and discussions that the author
research

was part of. This interviews in combination with
the Participant observations set a precedent for
the theories that were later selected

Formal Interviews

Medium- stage

Semi structured interviews tailored by the
theoretical framework chosen based on the data
collected through the other methods.

Table 5: Data Collection Methods
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The following sections describe the methods used for data collection, they are presented in the
same order that they occurred in the research.

3.1

Participant Observation

Participant observation is “inherently a qualitative and interactive experience and relatively
unstructured. It is generally associated with exploratory and explanatory research objectives—why
questions, causal explanations, uncovering the cognitive elements, rules, and norms that underlie
the observable behaviors.” (Guest et al., 2013, p. 79)
This specific type of observation was fit for the research due to the conditions discussed in the
contextualization section. The observation was an important factor when choosing the theories that
would support the study, as well as serving as a comparison point for the information that would
be collected through the formal interviews. One of the key elements of participant observation is
allowing the observer to develop enough rapport with the participants with the purpose of them
acting as they naturally would without being affected by the biases of direct observation in other
words, it reduces the reactivity of the participants (Guest et al., 2013)
Table 6 provides an overview of the tasks that enabled participant observation:
Task

Description

Meetings

This included all meetings and Understanding and difficulties of the

related

General Outcome

to discussion with the business units business stakeholders related to the

content

when developing the content that digital initiatives.

development

would be uploaded into the platform

Business perception of the digital
initiative.

Internal team This included all meetings that would Strategy
meetings

development

process,

touch upon strategy issues, internal understanding and difficulties of the
processes and solution developments.

digital department as project leaders
but not technical owners

Technical

Meetings

with

the

technical Organizational structure, issues and

meetings

department in charge of the technical difficulties of this department in
support and update deployment
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relation to the digital department and
business department.
General

All tasks related to the role as a Involved stakeholders, flow of know-

everyday

webmaster.

how knowledge, technical support and
general organizational structure.

tasks.

Table 6: Participant observation tasks

Even though participant observation presents several advantages, there are certain considerations
that needed to be taken in the process of the research. The below table (table 7) describes the most
relevant limitations discussed by different authors (Dewalt & Dewalt 2002, Schensul, Schensul
and LeCompte 1999, Ratner 2002) as cited by (Kawulich, 2005) and the measures taken by the
author of this research project to reduce the risk of bad results.
Limitation

Risk

Preventive Measure

Biased by gender, The outcome of the observation The

observation

sexuality, ethnicity might be influenced by the without
class

a

was

specific

conducted
theoretical

and author’s conditions (selecting background and observing a repetitive

theoretical

only

specific

information, process with different actors in the

approach

access to only specific sources, same role.
biased interpretation)

Acceptance of the Lack of trust and natural The observer had been working with
observant by the behavior
participants

subjective

that

might

actions

show over a year with the company and

to

the

observer, limitation of the
information provided.
Difficult
generalize from

to The

findings

might

be The tasks carried by the author are

particular of a situation of common across different brands with
individual
representative
events.

and

not
of

be situation that have follow the same

general roles and process with different
actors’ perspectives.

Table 7: Limitations and Mitigations of Participant Observation
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3.2

Interviews

There are two types of interviews that have been used for this research project. Informal Interviews
(unstructured) and Formal interviews (semi-structured). Informal interviews referred to
unstructured interviews often used interchangeably with terms like informal conversational
interview, in-depth interview, non-standardized interview (Zhang & Wildermuth, 2009)

3.2.1 Informal Interviews (unstructured interviews)
Patton (2002) as cited by Zhang & Wildermuth (2009) describe unstructured interviews as a
natural extension of participant observation because they often occur as part of the fieldwork. They
happen as spontaneous question in the natural flow of interaction. Therefore, these interviews are
not supported by an interview guide nor they have been recorded. The findings of these interviews
will be discussed in the following chapter.
Table 8 presents some of the challenges faced during unstructured interviews and what has been
done to reduce the risk of obtaining non-usable data.
Limitation

Risk

Preventive Measure

Method requires a If the interviewer knows little The interviewer has been directly
significant amount about the field and new to the involved with the activities for a year
of time to collect environment,

it

might

be and has the needed knowledge and

difficult to build the needed relationships

information

to

get

the

right

(Patton, 2002) as relationship and ask the right information.
cited by Zhang & questions
Wildemuth (2009)
Difficult to know It is possible to lose track of the The interviewer used specific pains as
exactly how much important
to

control

conversation.

topic

if

the a conversation driver. For more

the conversation drifts away too specific topics another instrument was
much.

used.

Difficult to analyze Because the questions depend The main point of this phase was to
the data

on the context, it is necessary to know more the general dynamics and
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invest considerable amount of challenges of the actors involved. The
time in analyzing the data interviewer’s knowledge on processes
systemically to find patterns

and stakeholders facilitated this goal.

Table 8: Unstructured Interviews Challenges and Mitigations

3.2.2 Formal Interviews
Before designing the semi-structured interviews, the information obtained during the observation
process and the informal interviews conducted served as basis to choose the theories that in
combination with said results, helped guide the semi-structured interviews formulation.
For semi-structured interviews, the interviewer had a list of questions that referred to specific areas
identified during previous phases of the research. This list is often referred to as Interview Guide
and it’s what directs the interview. Questions that are not included in the guide may be asked as
the interviewer notes on things said by interviewees and decides to further explore these. However,
all the questions will be mostly asked in a similar wording from interviewee to interviewee.
(Bryman, 2012)
The semi-structured interviews were chosen for the flexibility they provide. The author had a clear
overview of the focus areas and the interest points but still needed space for the interviewee to
provide new points (if any) that could be further explored on the spot.

3.3

Choosing the Interviewees

As mentioned before, the guide for the semi-structured interview was developed based on the
findings from the participant observation and the results of the unstructured interviews, this was
also the case for the specific people to be interviewed. The SAM facilitated the division of the
focus points in the four main areas which represented the involved units in digital initiatives
projects. One lead of each area was chosen to be interviewed for several factors (e.g. Experience,
seniority level, basic tasks). Table 9 provides a summary of the interviewees. The findings of this
instrument will be discussed in the next chapter and a summary of the interviews conducted can
be found in the appendix section.
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Interviewee

Role

Reason

Trine Nygaard Bertelsen

Digital Lead

Coordinator of digital initiatives and
bridging of enabling technologies
(Technical

Team)

for

business

strategies.
Senior

Kerstin Samuelson

Brand Developer of business strategy for a

Manager

specific brand. She has considerable
experience

within

her

role

and

working with the other areas within
the organization.
Senior

Jo Verherstraeten

Application Technical perspective as a developer

Services Manager

of new features in the digital platform.

Business Technology Perspective

Frederik Carle

Analyst

of

the

Business

IT

department

Table 9: List of Interviewees

4 Theoretical Framework
The selection of the theories was done based on the results of the participant observation and the
unstructured interviews (Informal Interviews). Table 10 summarizes the keywords that were used
to find the most relevant articles on the topic.
Customer

Organization
Marketing + Services +

Technology

Business Processes

Strategy alignment of Business and IT

Evolution of Business Models
Customer

Business Models

Business IT

Engagement
Servitization

Products and Services
Assessing Strategy Alignment of Business and IT

Digital Business Strategy or Digital Strategy
Table 10: Theoretical Framework Keywords
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The theories chosen best fitted the preliminary results obtained from the participant observation
and unstructured interviews conducted. Furthermore, a selection of review papers were also used
as a reference to make sure that the models to be used in the analytical framework were not
outdated, these review articles concluded that the models chosen were the best fitted among the
available to assess the Strategy Alignment of Business and IT.
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Chapter 4

Results
This chapter describes the analysis of information obtained through the data collection methods
explained in the previous chapter. The chapter is divided in three sections: Findings, Analysis and
Results.

1 Findings
This section describes the information obtained through the different data collection methods. As
each method was an integral part of making sense of the individual pieces, there is no distinction
made between what methods produced which result.

1.1

About Janssen

Janssen Pharmaceuticals N.V. was established in 1953 by Dr. Paul Janssen and in 1961 it became
part of the Johson & Johson Family companies. Currently with more than 30,000 employees in
150 different countries their missiong is:
“…transform individual lives and fundamentally change the way diseases are managed,
interpreted, and prevented.” (Janssen, 2018)
Their main commercial activity focuses on the development of treatments for different disease
areas like: Neuroscience, Immunology, Infectious Diseases and Vaccines. After their merge with
Johnson & Johnson, Janssen kept to certain extent an independence in terms of business model
dynamics with support from Johnson & Johnson infrastructure.
This case study will be mainly focused in four of the Nordic countries and will make no distinction
between them when discussing processes except when there is need for clarification.

1.2

Added Value
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One of the main drivers in the mission and vision of Janssen is empowered consumers. “We aim
not only to innovate but also to empower people with the tools they need to make informed
decisions and achieve the best possible results for their health” (Janssen, 2018). Therefore, a lot of
effort is being put in the Customer Engagement area, with ways to better connect with their
patients.
Janssen offers a series of resources that allow healthcare professionals and patients, to access
information on all their products (clinical trials, side effects, indications, usage and dosage, R&D,
conferences, events, patient support, etc).
However, the type of products that they develop are not over-the-counter medicine, so these
products are not directly chosen by the patients, but prescribed by the physicians. So a big part of
their salesforce and/or services is dedicated to health care professionals (HCP). An example of the
traditional ways to reach HCP’s are face to face visits.
Face to Face visits represent one of the most important ways to secure customer engagement, but
they also come with usage of a handful of resources like paper, human resources which included
specialized professionals, time and mobilization of these resources among other things that
demanded careful planning to be able to reach as many HCPs as possible with the possibility of
them not producing any kind of utilities, which in the end means a loss for the firm.

1.3

Digital Initiatives for Customer Engagement

With the emergence of Digital Communications, a new way of accomplishing effective customer
engagement came with the “Cross-Channel approach”.(Hoffmann & Schenck, 2012). A multichannel marketing strategy that should secure an efficient communication by creating different
types of digital initiatives tailored to specific customer segments which had been developed based
on data from market researches.
These digital initiatives included e-newsletter, one-to-one emails, Call Center team and websites,
among others. These initiatives and their target segments were based primarily on channel
preferences with the requirements of having a single message across-channels and be as convenient
as possible. One of the key factors was the integration of all strategies thus the management of the
CRM system was crucial.
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Teams were setup in place and the proper training was done, being the Digital team the one leading
the initiatives, Business IT leading the CRM management and Brand Managers driving the
business goals.
Their strategy shown to be positive as the sales trend was positive around 2011 when the initiatives
were put in place. Figure 12 shows the sales trend:

Figure 12: Sales Results after Cross-Channel initiatve
From Hoffman & Schenck (2012)

1.4

A digital platform as a catalyzer

Since the digital initiatives were proving to be beneficial, a new strategy was set in place to merge
all these initiatives in a single hub that would be the “go-to” place for healthcare professionals and
patients.
The JMC (Janssen Medical Cloud) is a content management system (CMS) tailored to respond to
business requirements and the general customer engagement goal. “If you sit with a patient, or you
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have a specific question on a product, it should be easy to find the answer” (Trine Nygaard, 2018,
refer to appendix 1).
It is developed primarily by the EMEA region and further adapted by every country as needed per
local standards, goals and regulations. As this research project was done within the Nordic region,
the following information is based on the processes done by the Nordics.
Each country adapting the platform decides what content and services will be uploaded, there are
functional limitations and therefore, a special process of submitting requirements was put in place.
The technical development of the platform is a responsibility of the Application Services Team in
EMEA, “Our long term goal is to make sure JMC is rolled out and everyone is happy” (Jo
Verherstraeten, 2018 refer to Appendix 4) and the strategies and enablers are driven by the Digital
Team who coordinates the Business IT and the Brand teams. The latter is also done with
cooperation of several teams that include regulatory affairs, marketing professionals, medical
advisors and agencies.
The main goal of JMC was a two-way road in which Janssen provides services and information to
their customers at the same time allowing valuable information to be collected from them. The
latter is done through traffic tracking (Google Analytics) as a way to get feedback on the services
and information offered and at the same time knowing where the interest of the visitors is
concentrated and customizing new offers based on this. All these processes have to be closely
monitored under a regulatory framework that makes sure the company is being compliant with
healthcare laws.
The below graphic represents the main stakeholders in the JMC initiatives, in the middle is the
digital team as the current lead of the executive plans.
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Figure 13: Stakeholders of the Digital Platform implementation

1.5

Stakeholder Roles

This section will describe the role of the main units working together to execute digital initiatives
and will describe the relationships between each other as perceived from the participant
observation and both unstructured and semi-structured interviews.
Digital Team: The digital team’s role is to develop and execute digital initiatives which have been
mentioned in the previous section. The team is also in charge of accompanying the brand managers
and helping them understand how to integrate these digital strategies to their business strategies.
“… what we’re doing is working with different brand teams on the different product teams on
helping them integrate digital activities into their multi-channel MICS of communication primarily
towards the HCP but also to some extent towards the patients” (Trine Nygaard, 2018. Refer to
appendix 1)
49

Additionally, the digital team is the bridge that connects the business units with the technical team
developing the digital platform and any of the other involved parties in relation with the digital
initiatives. “we’re somewhere in between […] IT departments or Business IT is primarily
providing… making… capabilities, platforms available and then it’s more for the digital team to
figure out how to best include these” (Trine Nygaard, 2018. Refer to appendix 1)
Business unit: Within the context of this research, the business unit is composed mainly by brand
managers. Each of these brand managers leads a team that works with a specific brand, in the
context of digital initiatives, the role of this team is to develop and execute marketing strategies in
cooperation with the digital team. More specifically, the brand team provides the content, the
vision and the goal. “… They are primarily responsible for their strategy, for their product, for
their market…” (Trine Nygaard, 2018. Refer to appendix 1)
Business IT: Business IT manages the CRM systems and projects that are directly related with
customer management. In relation to digital initiatives, the team manages the traffic tracking and
provides the dashboards with the data that is collected from the digital platform. According to
Frederik Carle, the role of the Business IT team is seen more or less as “internal consulting” as
they are included as expert opinion on specific projects, within this scope they can perform analysis
of potential systems implementations, customer facing solutions, business supporting tools among
others; all these are done only within the Nordics. Larger projects are “handed down by corporate”
(Frederik Carle, 2018. Refer to appendix 3), these projects are responding to a corporate strategy
and in such cases, the different regions have to adopt and adapt. Business IT then has to provide
the necessary training and testing before it is completely deployed within the local organizations.
Training is also included in the scope of the team. The team provides technical training to
colleagues from different units as the organization seems pertinent.
Application Services: This team sits under the EMEA region, their main responsibility in this
context is developing the digital platform that should catalyze all digital initiatives. Although they
are under the EMEA board, the human resources belong to one of the many agencies that the
company works with.
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Other tasks include all maintenance processes, “… deployment of new updates, issues, all
configurations, all scripts that run overnight, database management etc.” (Jo Verherstraeten, 2018.
Refer to Appendix 4)

1.6

Information Flow

The cross-channel approach discussed earlier in the chapter has been in place for a few years
already. But with the implementation of the new digital platform the process has changed and new
work guidelines for these initiatives have been put in place.
The digital platform, as mentioned before, should be the go-to place for all customers and therefore
efforts are being focused in directing them to the platform. The e-newsletter, one2one emails,
events, conferences and so on should always end in the platform. Though every channel has its
particular characteristics, the process that they follow in relation to the integration with the digital
platform is very similar.
There are two parallel approaches: The first one is the development of the content in a stand-alone
vision for the platform, meaning that the platform has to be on its own, a resource that the customer
will engage with. Second, the integration with the other channels. In this case, channels will be a
traffic driver that should lead the customer to engage with the digital platform fulfilling then the
first scheme.
MultiChannel
content

Digital
Platform
Standalone
content
Figure 14: Digital Platform Information Flow
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For the first approach, the business unit in coordination with the digital specialist assigned to that
particular brand should develop an execution plan that will be in accordance with that brand’s
business goals. The content and the strategy agreed should then be passed on to the agency who is
in charge of developing the content that will be afterwards uploaded to the platform. Within this
step, all regulatory guidelines are taken into consideration by copywriters from the agency. This
content is then submitted to approval by all pertinent guidelines and brand manager.
Once the content has been approved, the digital team receives the proposed structure and content
and uploads it to the platform. There is a round of approval checks between the brand managers
and the digital team and once both parts are satisfied the content is published in the live website.

Strategy
development

Agency
Prepares
Content

Content is
approved

Content Development

Design and
Upload
content in
the
platform

Round of
approval
checks

Content Uploading

Content is
pushed live

Content Publishing

Figure 15: Stand Alone Editorial Flow

For the second approach, the content and the structure to be used in a particular channel is decided
by the business team. According to Trine Nygaard Brand (Refer to Appendix 1), managers have
been taught and guided and they need to be able to run these digital initiatives themselves but the
end touchpoint of the customer journey for these channels is the digital platform, so the final step
in this process is to create the space towards which the customer will be directed to within the
digital platform and this final step follows more or less the same process as the first approach.
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Figure 16: Multi-Channel Strategy Editorial Flow

A very important process that is independent but might be a result of the ones described above is
the development of new functionalities. According to Jo Verherstraeten’s (Refer to Appendix 4)
interview, when a new functionality is needed it must be added to a requests system where it is
then picked up by a business analyst from the application services team and discussed with the
product owner on the feasibility of the requirement. If it is possible to do it and because this team
is being outsourced, a budget check must be done before proceeding with the development.
When the development has been approved and the functionality is ready to be deployed, the
business analyst who first picked up the requirement has to go through a checklist that ensures that
the functionality complies with the business requirement. The addition is then deployed and
communicated to all countries.

Business need
submitted

Feasibility
check

Budget check

Deployment

Requirements
check

Figure 17: Development of new requirements flow
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1.7

Strategy Development

Strategy is a very important part of the implementation of a product-service system. In the case of
Janssen’s digital platform implementation, there are different teams involved and each one has its
own goals and metrics. This is something to be noted as all decisions are taken based on these
goals and for this research it is interesting to understand where the middle ground of these
strategies is.
Digital Strategy: Based on the company’s overall strategy and what is being accomplished a
cross-functional team reviews information from market research, design from a digital perspective
a plan on how to get business to where they want to be.
The cross functional team has a representative of different stakeholders, according to Trine
Nygaard B (Refer to Appendix 1) there is someone from the medical team, someone from
communications, someone from IT and the brand managers. Based on the individual goals of
business, there is a brainstorming process to reach a “more generic kind of digital strategy that you
can always look at when you work on the actual brand team” (Trine Nygaard B, 2018 Refer to
appendix 1)
Brand Teams (Business Side): According to Kerstin Samuelson, a Nordic editorial team (content
managers) along with a digital specialist, communication manager and a member of the medical
team meet together to choose and develop the content and the overall strategy for that particular
brand. This meeting is done quarterly to discuss on content, channels and customer segments. As
well as to set in place the metrics to be used. There is an existing overall business strategy on
which the one to develop is based.
Business IT: Based on the work dynamics of the team there is no specific strategy in place or any
overall team goals. Each member of the team focuses on a specific set of technology (CRM, Digital
Initiatives, and Analytics) and are then assigned projects that are handed in from a higher level
like EMEA or Corporate. In the case that their expert opinion is needed for a specific local project,
they will participate in conversations, discussions or meetings at convenience.
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In very little cases they also participate in meetings with other teams but again on an “expert
opinion” basis, meaning that even if they are involved from early in the process they are still having
a reactive attitude.
Application Services: The overall strategy was set up at the beginning of the project. However,
as of now the majority of this team is being outsourced. There could be more than one agency
working in the project at the same time. These agencies have their own strategy and goal and are
independent from Janssen.
When it comes to new functionalities, as explained in the section about process flow, the
requirement begins as a business case, the developer can meet with the submitter of the
requirement to get as much information as possible but there is no really a discussion from the
business’s strategic point of view. There is however, a product owner, who would discuss with the
requester the reasons behind this requirement to “be able to assign proper priority” but the
developer should only collect requirements “…trying to get as much information and having a
clearly design story” (Jo Verherstraeten, 2018. Refer to appendix 4)

1.8

Identified Challenges

This section will describe some of the challenges that have been identified based on the participant
observation, unstructured interviews and semi-structured interviews. These challenges will be
divided based on the four main stakeholders identified in the previous section (digital platform as
a catalyzer).

1.8.1 Digital Team
Strategy development has improved to this day but it seems to still be an area of opportunity within
the firm especially when it comes to the cooperation between departments. According to Trine
Nygaard B (Refer to Appendix 1), it’s a matter of when the digital person becomes part of the
discussions. The strategy issue might be just on the macro-level, there are very particular areas
that make it somehow difficult for the initiatives to succeed. “…what we sometimes see is that
digital becomes a bit of an add-on, […] not really having a lot of business impact sometimes
because you need to be part of the whole brainstorming creation process”. So there is a bit of a
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perception issue where the value and impact of digital has not yet been properly understood by
business. When top management’s goal is also dependent on the digital initiatives the interest from
the different business units increases, even so, there is somewhat of a legacy issue as the roles and
responsibilities of the digital specialists have change and there should be a lot of efforts put into
change management. Even if the brand managers are really good marketing professionals, they
lack the digital expertise to include in their planning all digital enablers. Working cross-functional
while sitting in different countries has also been pointed out as making communication a bit hard
to manage.
Furthermore, the kind of industry that the firm is in has also influenced. The Pharma Industry is a
heavy regulated sector and within the company, the amount of processes to make sure the
initiatives are compliant, sometimes makes it hard to be agile. Beyond paper work there is also the
tradition of the industry, how far can they go in terms of innovation. The first steps of digital in
Janssen were working on how to provide more than just products, “we had some years ago working
with more on the services […] it’s a big back and forth what is really the role of pharma companies,
what is role of Google or someone else who knows their thing or the healthcare system […] how
much should we actually help provide them new services and solutions […] it’s a lot of back and
forth with pharma really struggling with finding out exactly where they should be positioned in”
(Trine Nygaard B, 2018. Refer to appendix 1)

1.8.2 Brand Teams (Business Unit)
According to Kerstin Samuelson, Sr. Brand Manager at Janssen. One of the main issues related to
strategy development is the different transitions that there have been in the different teams. “New
people have come and for a good collaboration, they need to understand the strategy […] there is
not enough time and too many things to do but it is crucial that the partner in the digital team
understands the strategy and is also part of the regular catch up” (Kerstin Samuelson, 2018. Refer
to appendix 2)
She also agrees in the kind of industry affecting the agility of the firm to respond to market trends.
“There is a lot of data but not enough time to be able to dig properly […] heavy processes limit
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the extraction of value”, furthermore, she points out that the approval processes that the content
and all initiatives have to go through becomes a bottle neck.

1.8.3 Application Services
This team works in a more or less independent way since they belong to a different region.
However, their relationship to the Nordics scheme is crucial as they are the ones developing the
digital platform. To Jo Verherstraeten (Refer to Appendix 4), one of the main issues he finds is
communication between the Business side and his team. The developers have to get as much
information as they can from the business side in terms of requirements for the business need that
was requested as a new functionality and even though they try to get everything that is needed, the
results are not always successful. “It happens very oftenly that business says, <<Can you develop
this? >> and then we do it and when we come back with it they say […] <<we didn’t ask for
this>>” (Jo Verherstraeten, 2018. Refer to Appendix 4) A lot of time is being wasted in fixing
issues that could have been prevented by having the proper understanding at the beginning of the
development.
Budget is also an issue, as a large percentage of the team is being outsourced, a functionality
requested by the business is evaluated in terms of technical feasibility and budget and even though
the reasons for implementing a given functionality might be considered, there seems to be some
challenges in the processes of assigning priority. “I am not always aware of the reasons why they
want something”. A functionality can be submitted by a local webmaster based on a request from
a brand manager, this functionality would be picked up by the developing team and discussed
along with the product owner who assigns a priority once it has been determined if it is within
budget. It is important to note that the only person that belongs directly to the company is the one
in charge of the budget.

1.8.4 Business Unit
According to Frederik Carle (Refer to Appendix 3), though bureaucracy is a recurrent challenge,
it is not always the reason why the firm would not get competitive advantages. For him, there’s a
fear of daring to take a risk by trying new things since this is a very traditional business model.
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“… the problem is more us not challenging stuff because we’ve always done things that way, and
the organization is immature […] that is more of the problem than the actual regulations.” (Frederik
Carle, 2018. Refer to Appendix 3)
The role that the business IT unit has at the moment seems to have an impact on their performance.
They are playing as internal consulting agents with no team strategy or goal to follow, therefore,
the value that they provide as a unit is not being perceived even if individually they make important
contributions for projects. “[Business] don’t see the team as a resource of value just as separate
snippets of service”. (Frederik Carle, 2018. Refer to Appendix 3) This means that the inclusion of
the team as part of designing strategies is only done when the business feels they have a need for
an expert opinion for a project that requires technical knowledge. “I would love to be in more early
stages for the team talking and, you know, expert matters but maybe the weird positioning of my
role as I am not a subsidiary of the digital team [...] which makes the brand team to think <<let’s
have the digital team come in with a person>> then they are fine with them, they don’t see me
naturally, as I am someone from IT, as the one to call, maybe [the digital lead] calls just if it’s a
project suited for me” (Frederik Carle, 2018. Refer to Appendix 3)
Another challenge that Frederik considers important to note, is the IT infrastructure. IT
infrastructure at Janssen can be seeing as an advantage and a disadvantage at the same time. There
is a lot of money being invested for top notch technology, compared to other companies within the
pharma industry, Janssen is potentially one of the best in supporting business applications (CRM
systems, business processes applications, project management applications), however, the
company does not require such up to date application suits, and efficiency could be accomplish
with something more affordable. The cost-efficiency of these applications could be a result of
efforts being placed in the wrong initiatives or initiatives that are not being developed with the
business strategy in mind. “I would say other pharma companies spend 20% […] then 80% of what
we do is just way above of what would really be needed” (Frederik Carle, 2018. Refer to Appendix
3)
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2 Analysis
This section describes the analysis made to the information obtained through the different data
collection methods. This analysis was done by applying the theories discussed in the theoretical
framework section to try to explain and make sense of the data that was collected.
The Pharma industry is a traditional industry with very strong regulations that usually makes it
difficult to change the business model. Kerstin Samuelsen and Trine Nygaard both agree in the
difficulties that the industry brings in responding to market trends. But there is definitely a trend
to incorporate more and more the use of technologies to keep up with the competition. Based on
the classification given by Zott et al. (2011), Janssen’s digital efforts might place them in one of
the two categories of business models that implement digital technologies as a new way of doing
business: 1) Creation of value, strategic advantage and performance or 2) Innovation and
technology Management. Perhaps the most accurate one is the first classification. As the industry
is still struggling with “finding out exactly where they should be positioned in” (Trine Nygaard,
2018. Refer to Appendix 1)
Janssen’s efforts to promote digital initiatives as a way of creating value has been in place for a
few years already, as the theories shows us how business models evolved from offering products
to offering “bundles”, in which, a service is offered as an added-value to the product with the
intention to “hook” the potential customer who would be constantly engaged with the company’s
activities. (Gorevaya & Khayrullina 2012, Zott et al. 2012) This trend to add services was called
“servitization” by Vandermerwe & Rada (1988). The novelty in this concept was the creation of
specialized services around existing products. For Janssen this journey, according to their Digital
Lead Trine Nygaard (refer to appendix 1), started with working more with some of the services
and how to best create value for the products but the struggle remains in how to help provide new
services and solutions within an industry that is still very hard to change. In order to really exploit
the potential, the change has to come from top management, it has to come from a business
strategic point of view as right now it is being done more on the marketing point of view. A lot of
the pharma companies are doing the same and this can be noticed in the different conferences done
about innovation in pharma “if you go there every 5 years, it’s pretty much the same […] there is
not a lot of change, no one really dares […] the big transformation and that’s where I think digital
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needs to have a completely different position in defining business strategy” (Trine Nygaard B,
2018. Refer to appendix 1)
Frederik Carle (Refer to appendix 3), shares the same point of view regarding the fear of daring to
try new things within the pharma industry, but for him, this is the main problem, not really the
regulations.
Following the theoretical foundation regarding servitization, these bundles offered by companies
are more than just a product and service, they include other offers like support, knowledge and
self-service (Vandermerwe & Rada, 1988). Janssen’s approach on this, included a series of
processes, IT infrastructure and services managed by different departments that put together
shaped what Goedkoop et al. as cited by Baines et al (2007) defined as a product-service system.
This definition is often related to sustainability efforts as the development of such systems often
involves a product that is somehow not being transferred to the customer allowing opportunities
like reutilization or rental of the product, however, in Janssen’s case the system put in place is
classified as Product Oriented, where the promotion and sales of the product are done in a
traditional manner but services are being added to them (Vezzoli and Manzini, 2003)
Within this system in place, the information obtained from their market researches provided
valuable insights that allowed a more fine-tuned communication with the customers thus their
multi-channel approach. With different channels in place, the next step was creating a centralized
platform that could take advantage of these channels as traffic drivers. The digital platform in
deployment has the goal of being the go-to place for HCP’s and patients. With this addition the
business model doesn’t seem to change but the value proposition has been somehow upgraded.

2.1

Value Proposition

An adaptation of the Business Model Canvas by Osterwald et al. (2016) was used to better illustrate
Janssen’s value proposition. (Refer to Appendix 5). Following is a detailed description of the
elements identified.
Value Proposition: The value proposition is simple. Provide customers with specifically tailored
information through a seamless experience that will help them take accurate decisions. All efforts
are being focused on delivering this proposition.
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Key Partners: This corresponds to the stakeholders involved in the different digital initiatives
revolving around the digital platform and that have been discussed through this chapter. Digital
team, business IT, Application services, Regulatory affairs and agencies and vendors that help in
editorial development.
Key Activities: These activities include: Customer service, content development and publishing
across the different channels (digital platform included), events held for HCP’s which help raise
awareness about the company resources, market research that serves as input for future initiatives
as well as customer segmentation, face to face visits which used to be the main channel to
communicate with the customer, but has taken a new approach with the availability of digital
channels and platform development which corresponds to the constant improvement and addition
of new functionalities for the basis of the value proposition.
Key Resources: Different kinds of resources are involved within the digital platform
implementation process from the IT infrastructure that supports the platform services to the human
resources that include the webmaster, representatives, and agencies that work in the editorial tasks.
Customer Relationships: There are different kind of relationships that are particular for the
specific customer segment that is being targeted. In an overall goal, it should be a long term
relationship in which the healthcare professionals will remain engaged with Janssen through the
digital platform (JMC). The motivations behind these relationships vary based on the segment as
well. For example, customer retention but at the same time customer acquisition through the ones
that are already part of the company market share. Other objectives include self-service as the
company hopes for the healthcare professionals to be able to take decisions with the aid of the
digital platform.
Customer Segmentation: Customer segmentation has been very important for Janssen’s
initiatives as their driver is Customer Engagement. From the time that they introduced the crosschannel approach where the first step was to find out preferences within their customers through
market research and based on this they created their channels. (Hoffman & Schenck, 2012).
However, this market research and tailoring of the channels was still done for healthcare
professionals. For the current value proposition, the segmentation of customers has been done in
a different level. According to customer engagement theory, customer value is a dual concept in
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which the business creates value at the same time that extracts value from the customer (offer –
profit) (Kumar and Reinartz, 2016, as cited by Venkatesan et al., 2018). In Janssen’s case, the
implementation of a digital platform that would combined the already offered channels was their
way of creating value, however, the second part which is the extraction of the value has gone one
level further because healthcare professionals are not final consumers. Janssen’s products are not
sold over the counter, therefore they cannot be acquired directly by the patients and in most cases
the patients don’t represent the actual financial transaction either (medicine is paid by insurance
companies or healthcare system). In this scenario the firm would be placing their efforts in reaching
the resources owned by the customer more than the actual customer. Based on Harmeling et al.
(2016) key constructs of customer engagement marketing. The customer has more value to offer
than purchasing the product. This includes the ties and network (Network Assets), trust and
influence that the healthcare professional could have over colleagues and patients (Persuasion
capital), knowledge and experience working with Janssen’s portfolio (Knowledge store) and the
potential to co-create which has seen a bit of opportunities in the creation of informative videos in
collaboration with some of the healthcare professionals (Creativity). The second target segment is
the patient, which on its own also provides the same resources but not at the same level that the
healthcareprofessionals do.
Channels: These corresponds to all the channels that are being used at the moment as part of the
customer engagement efforts, the digital platform being the main one. Below is a summary of these
channels and which phase they cover. All channels must contain the same message and the
difference between them is customer preferences.
Channel

Type

Phase

Enewsletter

Direct

Awareness

One 2 One email

Direct

Awareness

Banner Campaign

Direct

Awareness

Call Center

Direct

Awareness,

Evaluation,

Aftersales
Face to Face visits

Direct

Awareness, Evaluation

JMC

Direct

Awareness,

Evaluation,

Aftersales
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Table 11: Communication Channels

The business model canvas was used in this research to better understand what the value provided
is and what the elements that are involved in Janssen’s initiatives are. Some of these services had
been running for some time now but they are now being catalyzed through a digital platform
establishing a more mature PSS.
The implementation of digital technologies seems now less of an innovative process and more of
the new normal (Hoffman & Schenck, 2012). Beyond traditional marketing strategies, according
to Senior Brand Manager, Kersting Samuelson, digital communications for customer engagement
are just the basics “it is super important. Once it is in place and developed, we can interact with
the customer in a different level” she continues by arguing that at the moment the company is just
part of the competition but it is still not in an advantage position “we will be very, very competitive
when we have leverage the digital initiatives”. (Refer to appendix 2)

2.2

Strategy Alignment at Janssen

How to best leverage information technologies is still a topic of research, as discussed in the
theoretical framework chapter, one of the most cited researches is leveraging through a Strategic
Alignment (Henderson & Venkatraman, 1993). This section will apply the Strategic Alignment
Model to Janssen’s current situation.
Henderson & Venkatraman (1993) argued that the failure to perceive the value provided by
information technologies was mainly in a misalignment of strategies, other authors like Collins et
al. (2007) think that the root of this misalignment is in communications and others include also
leadership (Plant, 2014). As discussed in the Challenges Identified section, different stakeholders
have identified challenges that are making it difficult to leverage the digital initiatives. The value
proposition is clear and the customer engagement approach has proven to be successful since its
execution (Hoffman & Schenck, 2012). It might seem that the problems in the Nordic region
became more evident with the implementation of the platform.
It is important though, to note that the multi-channel approach through digital technologies, was
an effort solely placed in the marketing strategies. Implementing a digital platform involved a new
set of stakeholders with individual strategies and processes that must now work together in pro of
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a general goal. These stakeholders include outsourced application services (Application Services
Team) that have taken the pure technical tasks related to the development of the platform. This is
often done as a way of releasing the IT unit within the company from the preoccupation of
maintaining running services and working systems leaving them with space to focus on the
architecture of the enterprise where the goal is to lever the capabilities of IT (Plant, 2014). This
move creates then two sides of IT, both of which, are included within the key partnerships of the
value proposition, this, however becomes more complicated with Janssen’s organizational
structure. As mentioned earlier, Janssen is a pharmaceutical company from Johnson and Johnson
and to some extent they have kept independence as an organization but at the same time also
inheriting initiatives of corporate management. Hierarchically speaking, each region has their own
segregation of units, for example, the Nordics adopt and adapt initiatives led by EMEA but at the
same time could implement initiatives that come from corporate management. The decisions
pertaining these initiatives are handle at a regional level, in other words, the decisions are taken by
their own Business IT and Digital leads independent from the local units. The local teams are then
left to tune these solutions on a reactive manner based on their own local strategy and regulations.
“This is the way it works in a lot of organizations, they’re just trying to set up a flexible solution
that all countries have to kind of notch the edges of the puzzles to make it fit into their local
structures” (Frederik Carle, 2018. Refer to Appendix 3)
Going back to the contribution by Henderson & Venkatraman (1993), their proposed model
considers the strategic alignment in terms of two dimensions, strategic fit and functional
integration. Strategic fit refers to the relation between two different domains: the internal domain
(pertaining the traditional view of IT) and the external domain (the area in which the business
competes). The functional integration refers to the relationship between the Business and IT
domains in two different ways, the strategic integration between Business and IT domain and the
operational integration between IT infrastructure and business processes. The SAM argues that for
the Business and IT to be fully aligned on a strategic level, there should be cross-domain
alignments and not only on a bivariate manner. Within Janssen, each different stakeholder involved
in the implementation of digital initiatives represent one of these domains, having the digital team
as the bridge between all domains, with the structure already in place within the firm, it could be
assumed that there is a minimum level of alignment as the elements seems to correspond with the
theory. Although this model seems to best fit the company’s current dynamics, putting all efforts
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into an aligned strategy as the ultimate solution without addressing first the issues behind the
misalignment could have a negative result (Shpilberg et al. 2007). As discussed in the theoretical
framework chapter, a potential risk is the assumption that there is an existing clear strategy that
has been communicated and understood through all levels of the organization (Baets, 1992). This
argument brings out two very important elements in strategy alignment, communication and
governance. These two elements are not the only ones identified by previous research efforts.
Luftman (2000) contributes to the strategy alignment issue by presenting a model to measure
maturity of alignment within a company. He argues that the most important factors are based on
six enablers and inhibitors (Table 12).

Considering the findings that emerged during the data

collection phase of this research project, it is possible to identify some opportunity areas that
resemble those developed by Luftman (2000).
Enabler

Inhibitor

Senior Executive Support for IT

IT/Business lack close relationships

IT involved in strategy development

IT does not prioritize well

IT understands the business

IT fails to meet commitments

Business-IT partnership

IT does not understand business

Well-Prioritize IT projects

Seniors executives does not support IT

IT demonstrate leadership

IT management lacks leadership

Table 12: Strategy Alignment Enablers and Inhibitors
From Luftman (2000)

From these inhibitors and enablers, Luftman (2000) have presented six different factors of
evaluation and five different levels of maturity. (Refer to section 3.2). The semi-structured
interviews were design taking into consideration the supporting theories, exploring particularly the
areas point out by these factors.
Communication
Communication plays a crucial role in the alignment of strategy, this is because inefficient
communication can lead to misunderstandings and it could stop the strategy from being properly
executed by the relevant parties. According to the interviews that were conducted for this research,
all stakeholders involved agreed that the communication of the strategy among all relevant units
and across the whole organization has improved, specifically after top management included
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“digital” as part of their company goals. “…having such an advocate in such a high role, pushing
for digital helps a lot because it forces the business to think digital” (Frederik Carle, 2018. Refer
to Appendix 3).
There are however different types of initiatives and with each type, a different challenge comes to
place. On a global level, business support applications like the Microsoft Office suite are just
adopted and adapted by the local regions, for example, the Nordics Business IT department would
have little to no saying in the decisions being made in the acquisition of these applications. “We
get stuff handed down and to some extent in some cases we get asked to trial and see what we
think about and so on so we try for the organization so sometimes we have saying in things but
mostly not” (Frederik Carle, 2018. Refer to appendix 3). This is also closely related to the
governance factor which will be discussed later in the chapter.
Within the area of communication, the different transitions of team members (promotions,
onboarding and change of roles) have also had an impact in the success of a strategy
implementation. According to the senior brand manager, with the work load that they have on their
hands, the onboarding process is not done properly and the new members might not have the
chance to understand the business strategy. This could be attributed to a poor knowledge-sharing
process. The latter was in a local (Nordics only) level, however the same seems to be happening
on an EMEA level, specifically on the implementation of the digital platform. According to Jo
Verherstraeten (Refer to appenfix 4), there has been several changes in the team that was originally
in charge of strategic planning of the project and among the new team members there seems to be
little knowledge or understanding of the original reasoning behind it.
According to Luftman (2000) effective liaisons as well as knowledge sharing and organizational
learning are some of the main points of an effective communication, these seem to be opportunity
areas for Janssen. Not only on a local level (between the Nordics digital initiative teams) but also
on a cross-organizational level (e.g. top-bottom, same regional level).
Competencies/Value Measurements
For this particular area, on a Johnson and Johnson level, each member in the organization has a
meeting that happens twice a year, the first one to define the goals on an individual basis (The
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“what” and the “how”) and the second one to follow up on goals that had been previously agreed
by the individuals and their managers (what was accomplished and what can be improved).
On a team level, metrics and value measurements are set in place based on projects. According to
the information obtained, some of the metrics and value measurements from Janssen match those
defined in the Strategic Alignment Maturity Model to certain extent, there are business metrics,
benchmarking, continuous assessment and improvement. Project goals are based on market
research and discussed to ensure a realistic expectation. Although, there’s presence of more or less
relevant metrics, for teams like the Nordics Business Team where there is no specific team strategy
or value measurement in place, it is hard for the rest of the organization to perceive and further
understand the value that they provide.
Governance
As mentioned before, communication and governance are two of the most important elements that
have been pointed out by different authors in regards to strategic alignment. The challenges
identified that relate to the communication area discussed earlier in this section seemed to be
directly connected to the elements within the governance area. For example, the inclusion of the
relevant parties in the business strategic planning seems to be perceived differently by the different
representatives that were interviewed, though all of them agree in the importance of the inclusion,
the degree to which they feel included is not the same among the interviewees [Refer to Trine
Nygaard and Frederik Carle interview vs. Kirsten Samuelson’s interview]. Reporting and
Organization is lacking to a certain level, this could be attributed to the structure and the size of
the company. Interviewees also agreed that working cross-functional when the relevant parties are
sitting in different countries can affect the communication [Refer to Jo Verherstraeten and Kirsten
Samuelson’s interview] but it was also observed that the many different roles and teams working
on an individual level but at the same time sharing the initiatives with the other countries have a
negative impact when there is no proper guiding.
Some other elements of the governance factor are present in relation to the vendors who handle
the development of the digital platform. The prioritization process is highly linked to the budgetary
control and the inefficiency in the communication process can lead to wasted resources. As Jo
Verherstraeten pointed out during the interview, very often the developing team spends too much
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time fixing errors or changing requirements due to the requester from the business not being
satisfied with the result. In Jo’s opinion, there shouldn’t be a need for this when the requirements
gathering process is successful from the beginning. Based on the information obtained, the
challenges observed related to the governance factor might have a negative impact in the successful
execution of initiatives as much as the communication would.
Partnership
The partnership factor proposed by Luftman (2000) explores the relationships between the
different departments. From the interviews conducted, it was observed that, particularly in the case
of the digital initiatives core in the Nordics, the Brand Manager thinks that the use of digital
technologies is crucial for the company’s success, however, when it comes to the value added by
the different teams, there seems to be a degree of underestimation of said value. According to
Frederik Carle, for the Business IT team, the individual effort is highly valued but not so in relation
to the team. Maybe because they are perceived as individual assets. Furthermore, the role of both
Business IT and Digital Team in strategic planning faces challenges that often have to do with
their exclusion or late inclusions to Business strategy development meetings. Trine Nygaard and
Frederik Carle, agree that making digital part of the overall company strategy has clearly improved
the willingness of the business teams to cooperate together to execute initiatives, but actually
understanding the importance of it, continues to be a work-in-process.
It was also observed that the segregation of the teams based on their roles and the initiatives that
they handle might not always have a positive impact when it comes to collaborating in crossfunctional projects. This could be attributed to many different factors like the size and structure of
the company or the location of the different teams, it is however an overall challenge closely
related to the communication and governance areas.
Scope and Architecture
The IT infrastructure in place is perceived as very well fitted for the company goals. Frederik Carle
from Business IT suggests that the technology implemented as business processes supporting tools
is as top notch as it can get, to the point it might be too good. “IT is allowed to take too much costs
from Business because I would say, other pharma companies does 20% then 80% of what we do
is just way above of what would really be needed” (Frederik Carle, 2018. Refer to appendix 3)
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However, when it comes to the digital platform, the development is restrained by a budget, this is
due perhaps to the ownership of the project. Different business units have different budgets.
According to Jo Verherstraeten, sometimes it is possible to cross-charge the development of a
functionality to the unit that is requiring the change. But this doesn’t change that the decisions are
restrained by budget without considering how this supports the business strategy. So there is a
mixed-perception when it comes to the use of technology, a perception that varies from units to
units and also based on which one of the domains of the SAM it refers to.
Skills
An important element within the skills area proposed by Luftman (2000) is Innovation. Digital
Lead, Trine Nygaard and Business IT Analysit Frederik Carle, both agree that there’s an innovative
mindset within Janssen that has however not yet reached its full potential. They also coincide in
the thought that Pharma is a very traditional industry that has very little willingness to take risks
on using technology as a driver.
Education and cross-training seem to also play an important role in the implementation of digital
initiatives. As mentioned during his interview, as part of his Frederik Carle (Business IT Analyst)
is something asked to train colleagues or business people on certain technologies. The Digital team
also has training and workshops that are offered to the business units regarding digital initiatives.
These trainings however are not done on a regular basis, and seem to be more on demand.
Other ways of knowledge-sharing seem to be lacking to certain degree, as implied from the
perception of brand manager’s regarding the onboarding process.
Finally, there is still a lot to be done in relation to change management. The first steps have already
been done which are advocating for digitalization from a top management level but the complexity
of the organization could make it difficult for the initiatives to reach the last levels of the pyramid.

3 Discussion
As described in the previous section. The theoretical framework chosen for this research project
has helped contextualized the information as well as to focus on the main points that would be
furthered explored with semi-structured interviews. Some theories were able to properly explain
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some of the behavioral patterns that the firm currently has based on traditional marketing
strategies.
A few things to note are the different factors that affected the organization’s capability of levering
technology based on the Strategy Alignment Model (Henderson & Venkatraman, 1999). On one
hand, the organization’s internal domain which includes all business processes support
applications seems to be of top-notch quality and not so much budget constrained (refer to Frederik
Carle’s interview appendix 3). The company is investing a lot of money in making sure every
employee has the necessary tools to work efficiently in their everyday tasks, however, the external
domain based on what was observed in the Nordics, does not seem to have the same level of
strategic planning than the internal level has from the corporate sphere, whether the limitation is
placed directly in corporate top management or more on the execution of the strategy across the
organization was not possible to explore. In relation to CRM systems, according to the interview
made to senior brand manager Kerstin Samuelson, the infrastructure available is fitted for the
business needs and it provides very valuable information which unfortunately is not always
properly analyzed due to lack of time or heavy process in place. This is important to note as the
CRM systems represent part of the external domain enabling technology within this research
adapted model.
The issue seems to be then related to governance, an area that includes the structures and processes
in place within the firm. Elements of the model proposed by Henderson and Venketraman (1999)
are identified in the dynamics that Janssen has, however the strategic fit seems to be challenged
by the size of the company due to the multiple children companies that belong to it. The
independence that Janssen has, combined with the shared overall corporate strategies makes it
complicated to create an adequate fit between all domains. Functional Integration and Strategic fit
within the internal domain are working efficiently, maybe a bit too much, according to Business
IT Analyst, Frederik Carle but the rest of the divisions in the same Johnson and Johnson network
seem to be perceived as independent islands that would be very hard to collaborate with even if
there is huge potential if the collaboration were to happen. There are some signs of initiatives that
show a willingness to promote this collaboration, according to Digital Lead, Trine Nygaard B, “…
there is some intention to finding projects where it would make sense to share some of these things
across”.
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The data collected during this research however is not enough to make a judgement of which of
the perspectives proposed by Henderson and Venketraman (2011) (refer to section 3.1)
corresponds to Janssen’s overall dynamics, it has been pointed several times that the size of the
company is a big limitation for a successful strategic alignment, but it was also a limitation for the
development of this research, reaching out to the key representatives and tracking the relationships
bottom-up were one of the main obstacles for data collection. The scope of the research was
however, limited to the relationships surrounding the implementation of the digital platform
specifically in the Nordics and with this scope in mind the strategy alignment model proposed by
Henderson and Venketraman (2011) had to be adapted to a smaller scale than (probably) originally
intended by the authors. If the external domain based on Janssen Nordics strategy is isolated and
the strategy alignment model is extrapolated to the implementation of the digital platform then the
situation seems to fit the most traditional perspective which is strategy execution. In the strategy
alignment model, the driver is the business strategy the role of top management is as strategy
formulator, IT works as the strategy implementer and the performance criteria is cost/service
system. The main reason why this perspective fits best is that the infrastructure is being shaped
based on the business needs, this could easily be noticed in the way the platform is being developed
based on business requirements and the fact that the development is constrained by budget first.
A very interesting point within Janssen’s organizational structure is the existence of the Digital
Team that for some authors (Bharadwaj et al. 2013) is the culmination of a Business and IT
combined strategy, and this would, to some extent, be true in the case of Janssen because the
Digital Team works as a mediator in projects where digital initiatives are to be implemented with
technical requirements that Business doesn’t have, however these initiatives are all strictly framed
to marketing strategies and do not extent yet to levering technology acquisition. However, the
elements that were observed in the theory are present in the roles and functionalities of the Digital
Team. Particularly for the Scope, Speed and Value Creation and Capture aspects. The reason why
these three aspects are highlighted is due to the challenges emerged during the data collection
process. The relationships of the Digital team with other units within the firm and their
involvement in the strategy creation, the bottle necks created by heavy regulations and the lack of
resources to analyze the amount of data generated by all digital initiatives are examples of the
opportunity areas within the three mentioned aspects of the development of a Digital Business
Strategy respectively. The creation of the Digital team seems to be the first step in an attempt to
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reach a more aligned strategy for both the Business and IT strategy however the relationships and
dynamics of all the involved parties are not mature enough to accomplish an ideal merge.
Even though there has been a lot of effort put into research about the strategy alignment of business
and IT or the subsequent emergence of a new overall strategy that integrates digital as part of the
phrasing of the business strategy without completely forgetting about and IT strategy, the issues
related to taking this alignment as the ultimate success factors could lead the company to fall into
the alignment trap (refer to section 3.1) therefore, the many underlying issues should be looked
into before trying to arbitrarily align strategies.
At the moment, Janssen presents aspects related to different trends observed in the different
researches about this topic. Some of these aspects might be incompatible with one another if the
phase in which they currently are does not allow a perfect integration.

4 Conclusions
Based on the information collected during this research project and the different theories explored
to analyze such data. There is certainly enough evidence to assume that the strategic alignment of
Business and IT has an important effect in the implementation of product services systems (or
systems in general). However, as criticism to one of the most prominent contributions on this topic
(Strategy Alignment Model) points out, assuming that this is the only thing that firms should focus
on could lead to negative consequences (Shpilberg et al., 2007).
One could argue that the negative effects of a misalignment become evident in the simplest way
when a firm invests large amounts of money unsuccessfully perceiving the return of investments.
However, this doesn’t necessarily mean that the misalignment is the only reason why there is no
perception of profit. Other effects can be noticed in different areas of the organization, from failed
marketing initiatives to dissatisfaction in collaborative processes. Based on the Strategy Alignment
Model (Henderson & Venkatraman, 1999), the strategic fit is very important when it comes to the
implementation of digital initiatives of any kind. The separation of traditional IT into Business IT
and IT could create a chaos in the firm if there is no strategic fit, this is, if the IT (internal domain)
is not aligned with the Business IT (external domain). Other contributions argue that the alignment
of Business and IT reaches its climax in the development of a Digital Business Strategy, where
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technology is part of the business and not only an enabler. (Bharadwaj et al., 2013) but evidence
from the study case suggests that the maturity level of alignment of a firm has an important
influence in the success of the digital strategy development. Strategic alignment between Business
and IT allows the firm to properly leverage the available technology to create competitive
advantage.
Strategic Misalignment however is the problem on a macro-level, based on Luftman (2000) it is
possible to explore specific factors that could provide a better understanding of the real issues
behind the challenges that a firm could face when implementing product-service systems. There
are two main factors to pay attention to: Communication and Governance. It was noted several
times that inefficient communication was a recurrent challenge across the organization, these had
repercussion on the understanding of mutual goals in the teams. The inability to properly
communicate and thus misunderstanding the value that the Digital Team and the Business IT (in
this specific study case) provide to the Business goals, prevents their inclusion in the development
of their strategies. Without the inclusion of both teams, there is no assurance that the development
of such strategies was done taking into consideration all capabilities offered by the available
technologies.
Another thing to note is that having proper communication channels where the line is not broken
in any of the nodes will assure that the message is conveyed properly to all the nodes in the
networks. This is from the first person in the strategic development to the last one in the strategic
execution. This challenge transcends to the second factor mentioned: Governance. Strategy
Alignment should come from top management, in a structure where a parent company deploys
strategies to its children companies, the way in which these strategies are executed plays a crucial
role in their success. A reactive mindset where the children companies have to adopt and adapt
without considering first if the solution fits their conditions can lead to waste resources.
An organizational structure that fits the company is also an important part of the governance as
well as the roles that these different units play. Roles that are not properly defined bring confusion
to the organization that could lead to a misperception of value and could therefore, prevent
reaching out to the right people in a given situation. Within these two factors are other elements
that include, knowledge sharing, training, metrics and value measurement.
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The interaction of Business and IT strategies depends a lot on the previously discussed factors,
and the conditions of the organization. What drives a company, whether it is business driven or IT
driven is directly related to the maturity of the organization or the industry it belongs to. An
organization with a very traditional business model in a heavy regulated industry that therefore
lacks the agility to respond to market trends in a quickly manner, could find it difficult being
technology driven. However, not developing this area could possibly leave them out of the
competition, therefore technology cannot just be seen as a subordinate.
In this context, Customer Engagement strategies allow these companies to start at the very basics
in finding ways to leverage digital technologies. Servitization in the digital era cannot survive
without the implementation of digital communications. A digital platform, for example, as the
mean of delivering the different digital initiatives surrounding the customer engagement strategies
allows value creation and capture. These initiatives generate large amounts of information (big
data) that with the proper analysis could potentially provide the company a competitive advantage
(Bharadwaj et al., 2013) but this implementation will not be successful, as observed in this study
case, if the challenges found within the main areas pertaining strategic alignment maturity level
are not properly addressed thus creating a properly aligned organization.
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Appendixes
1

Interview with Digital Lead Trine Nygaard.

General:


Tell me a bit about your role:

Trine Nygaard is leading the Nordic Digital Team at Janssen. This mean that her and her team
basically work with the different brand teams and the different products on helping them integrate
digital activities into their multi-channel MICS of communication primarily to healthcare
professionals but also to some extent towards patients
Communication:


Do you think there is a clear communication and understanding on what are the needs
from the business strategy and how these digital initiatives are going to support
them?

Trine thinks that this is a journey. This year, digital is part of the company goals and therefore it
is clearer. The whole customer interaction excellence is part of the actual strategy in the goals.
However, she thinks that it is still a bit unclear and that it is a matter of when the digital person
becomes part of the discussions in the brand teams.
The brand managers are primarily responsible for the strategy, for their product and for their
market but if one wants to make sure that the digital things that they add to their multi-channel
mics makes sense, then the digital person needs to be part of that process. Once they identify their
objectives or their challenges, the digital person can then help provide ideas on how to digitally
solve this. Because otherwise, what it’s sometimes seen, is that digital becomes more of an addon. A bit too basic and not really having a business impact. Because the digital specialist needs to
be part of the whole brainstorming creation process.
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Has it been communicated from top management what the role of the digital team is
and that it needs to be part of the discussion?

Trine says that roles and responsibilities is part of the journey, roles and responsibilities could
always be clearer but it is also a change management process. One thing is to define the roles and
responsibilities on paper and another one is to actually make sure to include the people where they
should be included if there is a challenge in the business or they define an objective and the digital
person should be involved. This doesn’t always happen in the real world also because of the
complexity of the organization, working cross-functionality, working cross-countries, people
sometimes forget when to include whom and where it makes sense. She also thinks it is a matter
of everyone in the team to show themselves how they provide value by being part of some of those
discussions because then the brand team will remember to include them next time.


Are the brand managers aware of the digital offers and how the digital team supports
them?

Trine thinks there is a bit of a legacy issue because the digital team used to have different roles
and responsibilities. The team used to be more executional and kind of driving their initiative
creations and this is something they are moving away from now because with the new approach,
they have taught and guided the brand managers and now they need to be able to run these basic
digital initiatives themselves with the guidance of the team. The team will also now be project
leading if the brand managers want to run something new, innovation projects with new
technologies then the digital team will step in. But because of the previous roles and
responsibilities, the expectations are different but it is a matter of understanding the new approach.
Competencies/Value Measure


How do you perceive the way the digital team is measured in terms of added value?

Trine says that there are different KPIs set in place for the digital initiatives and for the team
members of the digital team. First they work with these goals and objectives that are set for
everyone within the organizations every year. They also tried to make sure that the goals of the
digital people who are working with the different brand teams reflect the goals of both the digital
team what the organization is trying to achieve but also that it matches the year goals and objectives
of that specific brand team. She defines it as a bit of a combination.
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Do you have the service level agreements and are they based in the projects? are the
purely technical? do they have business related metrics?.

According to Trine, KPIs are set per project, for example, how many users do you expect to register
on this site, how many people sign up to the enewsletter. They don’t always have them but there
are benchmarks to say what is good or what is bad. She thinks the team is getting to a point where
they are better at evaluating why something works better than another solution. So the KPIs define
are related to the specific project.


Are these KPIs defined by the business or do you define them yourselves (the digital
team)?

Trine thinks it is a combination, generally speaking, the company has KPIs that are defined and
that goes for all the brand teams, these KPIs are set by the Nordics board on a company level and
then apply for all teams. Then on a specific project, the brand manager and the digital team decide
on the goals of that project making sure that they are realistic.
Governance


What is the process of developing the digital strategy are who are involved? What
does it depend on?

Trine says that what has been done so far is taking the overall company strategy and whatever it
is the organization is trying to achieve and then having a cross-functional team reviewing that and
deciding based on the results of market research and the different group knowledge, from a digital
perspective how to best get the business where it should be.
Within this cross functional team, there are different stakeholders from different units like: medical
teams, communications and IT. Then the direction of the strategy and the tactics are identified.
This process is dependent on collaboration and getting the teams there and each of the objectives
that the different teams have, considering the different markets they operate, the purpose is to make
a kind of general digital strategy that the teams can always look at.
Advising the brand teams on what needs to be done to accomplish the general strategy on a high
level for example having a coherent experience across channels based on what is agreed in the
digital strategy. Trine also argues that the digital strategy should not stand on its own.
Traditionally, a business would have a business strategy and then have a digital strategy. But it

81

becomes more powerful if the digital strategy is part of the actual business strategy. Because then
digital can be used as a means to achieve a certain business goals. But Trine argues that in order
to maximize the competitive advantages that digital offers, “Digital” has to be within the phrasing
of the business strategies.
Partnership


How does the digital team relate to the different teams involve in the implementation
of digital initiatives like the JMC? What is the role of Business IT in relation to your
team?

Trine thinks that the communication between business and IT is always complicated and the digital
team is standing somewhere in between. The middle man requires technical skills and a business
mindset to be the translator between both departments. In her opinion, the business IT is providing
capabilities through available platforms and then the digital team’s part is figuring out how to best
adapt this capabilities. The Nordics adopt a lot of the things that are being done by EMEA, they
decide which platforms and the local teams just make them available.
She also argues that there is also a conflict when the innovative part takes over with “fancy stuff”
without really considering if it is a feasible decision. The digital team has to stand on the other side
to make sure that the business interests are always kept. It is a good thing to know the possibilities
but not to acquire or implement something that doesn’t make sense from a user perspective.


Who is in the process of new technology adoption? What does Business IT do?

According to Trine, the Business IT takes charge of the setup of the analytics in the different digital
initiatives as well as any task related to the management of the CRM systems. They also work as
the local configurators in terms of hosting and security for any new technologies that would be
implemented from EMEA.


Have you been involved in the development of a business strategy or do you have more
of a reactive nature?

Trine argues that there is a bit of a combination, as the digital team is part of the discussion to
define the KPIs to follow in every project but there is definitely a reactive nature. As of today, the
digital team participates in the discussions on how to integrate digital and how to best accomplish
an already stablished goal. So the digital part is there to help support business not to drive it.
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Is there enough support from Top Management towards the digital team and its
integration with other business units?

Trine thinks that the support has become better specially since there are now some clearly defined
digital related KPIs. She argues that interest increases when the digital factor has been included in
top management goals.
She also thinks that to truly transform the business in an industry like pharma, there has to be a
daring change as it is evident from the pharma conferences that the strategies don’t change through
the years. According to her, the pharma industry is still struggling to find its position in the digital
era, is it a suppliers role or just a vendor. To have a real revolution, digital needs to be in a position
where it really helps define the business strategy.
Skills


Do you have periodic trainings? Are the conferences that you mentioned part of it?

Trine says that some members of the team occasionally attend these conferences as a way to learn
what is being done in the industry and then come back and share the knowledge with the rest of
the team. There is also different initiatives related to sharing best practices or just rising awareness
on the different projects going on within the whole Johnson and Johnson network. This might be
out of Janssen’s industry but it is a way to inspire.


How do you perceive the experience of introducing this digital approach on the
brands through the Digital platform in such a regulated context?

Trine argues that the implementation of the digital platform and setting people’s mind to this
approach has been hard. The process requires a lot of change management because even if brand
managers are great “marketeers” they all have different backgrounds with no digital expertise. She
also thinks that a heavily regulated industry makes it difficult to even start the editorial planning.
Another difficulty has been getting the write configurations for each brand team, traffic drivers,
interesting topic, and user experience and getting the teams to think digital or to at least think back
to some of the things that they have already done and re utilize these to substitute some of the nondigital alternatives like the distribution of brochures


And what are some of the issues that you would say always pop up on this process of
digitalization or the implementation of the platform?
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Trine answers that the content creation is the most challenging part of the digital initiatives


How do you think the medical cloud will help the whole customer engagement for the
company?

Trine argues that once the valuable content is in place the next step would be looking at market
research and customizing the experience. The purpose with the platform at the moment is to make
Janssen’s products related information available at any moment to anyone who needs it in a very
easy-to-find way.


If there was an initiative that would bring together medical devices on a more digital
initiative (innovation not completely marketing driven) or digitalization would you
also take care of that or is it Business IT or a different apartment?

Trine thinks that it depends on the objective of the project and its requirements. If the project
involves development of a new technology that requires specialized skills then it would make sense
to have someone from IT. But she argues that it would always be necessary a middle man to keep
the business goals and user perspective and avoid the project becoming too much.
Is there a possibility to take advantage of cross-functional knowledge to innovate?
Trine thinks that there is certainly space to innovate and that there are already some initiatives in
which every area of the organization shares the projects they are working on as a way to inspire or
just raise awareness of the things that are being done. She also argues that there shouldn’t be a
limited mindset because of the kind of industry they are in.
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2 Interview to – Senior Brand Manager – Kerstin Samuelson
General


Tell me a bit about your role

Kerstin Samuelson. Senior Brand Manager, she leads the strategy development for the brand and
the team for the Nordics.


What is the role of your business unit?

Development and execution of marketing strategies related to the portfolio of products within a
given brand.
Communication


Do you think there is a clear communication and understanding on the business
strategy and how digital initiatives will support it?

Kerstin thinks that the transitions that have happened within the digital team have affected the
understanding of the strategy. She argues that for a good collaboration, all members need to
understand the strategy. However, the new person ash not been given the chance to fully
understand everything about the strategy due to the amount of workload at hand.


Have you been communicated what the goal with these digital initiatives is? Have you
been explained what is required from your unit?

Kerstin argues that the digital strategy and the initiatives were communicated to the marketing
team as a whole, but that it would be of great value to do it per team.
Partnership


Are you aware of how the Business IT and Digital department interacts with your
department?

Kerstin argues that the Business IT provides her with all information related to the CRM systems.
If there is anything that the brand teams needs on customer information then they would go to the
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Business IT team. The Digital team helps them shape the plan for the execution of digital
initiatives.
Competency/Value Measurements


How do you perceive the added value of these digital initiatives?

Kerstin thinks that having a set of digital initiatives like (e-newsletter, one2one emails, JMC, etc.)
is just the basics. She argues that once the content is up and the customer experience level has
reached a maturity then they will be able to shape the business by interacting with the customer in
different ways.


Are you somehow measuring how this is helping your goals?

Yes.
Governance


How is your strategy developed?

We have a Nordic editorial team that sits along with the digital person, someone from the
communications department and someone from the medical department to discuss and develop a
strategy.


Do you have periodic strategic meetings?

There are quarterly strategic meetings to discuss content, channel and customers.
Partnership with other departments


How do you think the Business IT/Digital Team goals match your department goals?

Kerstin thinks that the Business IT/Digital goals should be fully aligned with her team’s goals. She
argues that the transitions have hurt the planning a lot as it has taken some time for the new person
to adjust.
Scope and Architecture
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Do you think the IT infrastructure in place satisfies the needs of the business? Why is
there an issue on the time?

Kerstin feels that the information that she has available from the IT Infrastructure in place is
enough to support her business goals. She argues however, that there is a lot of data but not enough
time to be able to dig properly in ways that would allow to better take advantage of the data. She
thinks the issue with this is the lack of resources and the heavy process that limit the extraction of
value.


In your opinion, is the organization agile enough to respond to customer needs
effectively?

Kerstin doesn’t think that the kind of industry allows the firm to respond to market trends in
an agile manner.


What are the challenges and benefits that you perceive when trying to implement a
digital platform in the way you currently do business?

Kerstin argues that the approval process becomes a bottle neck.


What do you think is the competitive advantage provided by these digital initiatives
(e-newsletter, campaigns, the medical cloud)?

She thinks that at the moment Janssen is only part of the competition and will only succeed once
the company has managed to fully leverage the advantage of digital initiatives.
Skills


Do you receive periodic training on new technologies?

Kerstin thinks that it would be helpful to get some training related to the capabilities and
functionality of the digital platform.
3

Interview with Business IT Analyst – Frederik Carle

General


Tell me a bit about your Role:
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Frederik explains that his role is peculiar and is divided in four main tasks. First of all, he is more
like a target player, meaning that the members of his team (including him) are perceived as internal
consultants. He can lead deployment projects that have been handed down from corporate. But if
there is a business needs he can then participate of the project as the expert opinion as needed. He
can also work as a “lent” asset. Any of the team could “borrow” him to work as a member for a
specific project. Education and Innovation are the last two tasks that form his role. In the
innovation part, he explains that his job is finding and proposing new technologies that could
potentially be enablers for the business.
Partnership


How is the Business IT department structured?

Frederik explains that the Business IT department is structured in a very simple but peculiar way.
Each one of the team members have a different specialty and are working as internal consultant
for specific projects. Sometimes it may happen that they have to collaborate for one project but
most of the time is individual effort.


What are some of the disadvantages of Business IT?

Frederik explains that it depends on the Business if it is Business IT or IT, he argues that IT on its
own has a lot of acquisition freedom and sometimes the solutions acquired are a little too much to
what is really needed.
Communication


Are you aware of the business strategy and how digital initiatives will aid?

Frederik thinks that it is not ideal but in the process of achieving this, when he started in 2015 there
was no such thing as a digital strategy, whatsoever. He also points out that having a digital
ambassador within top management has really help them a lot as now more and more people
understand that they cannot be neutral. With this change of management, the new manager puts a
lot of emphasis in the digital stuff. Having such an advocate in such a higher role, pushing for
digital it helps a lot because it forces the business to think digital.
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Does Business understands the value that your team provides?

In his opinion, Frederik says that the value provided is understood on a case to case basis, meaning
that individually they are perceived as very valuable but not so much as a team. Maybe this is due
to the nature of their role that is viewed more like an individual asset.
Competencies/Value measure


Do you have metrics in place?

Frederik explains that once or twice a year they meet up and have their individual goals set up for
each employee. These goals are very specific to the individual roles and related to the tasks that
they perform. In the mid-tearm conversation, it needs to be proven how much of this was
accomplished. But he adds that there is no general metric for the team.
Governance


How is your strategy developed?

Frederik explains that the team doesn’t have a general strategy, since they are all target players.
They are all working concurrently with one another. It is pretty rare to be integrated in each other’s
projects so there is no general strategy in place.


Are you involve as Business IT in business strategy?

Frederik explains that ideally, he would like to be involved in anything related to digital
communications or communications or external facing communications. More and more the
business is coming around the idea of involving them in these discussions, but mostly the business
(brand teams) will go to the digital team for these discussions and if there is a project that seems
to required specialized knowledge then the Business IT specialist is included.
Scope and Architecture


IT infrastructure enough?
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Frederik thinks that Johnson and Johnson is without a doubt one of the companies with the most
top notch technologies. The company makes sure that every single employee has the necessary
tools to do their job in the most efficient way. He argues however, that this could be overdone,
other pharma companies are only doing 20% meaning that J&J is wasting 80%. The same results
would be accomplished if there was a proper implementation that would satisfy the user needs
without going overboard.


Are you involved in the acquisition of these solutions?

Frederik explains that the Business IT department is not involved in the acquisition of these
solutions. For the most part they are handed down projects coming either from Corporate or from
EMEA. In some cases, they will be asked to evaluate and implementation and submit a report
which could or couldn’t be of any influence. Local teams could also request an analysis for the
possible acquisition of solutions that support their strategy but then again they are only required
as an expert opinion.
Skills


Do you think there is an Innovate mindset within the company?

Frederik thinks that compared to the other pharma companies he’s been working with, because of
the size of the company, there is a huge potential in global resources available to work with. R&D
in cross-function initiatives and the promotion of initiatives that encourage innovation in every
level.


Do you think the kind of industry is preventing the company from being agile?

Frederik argues that the heavily regulated pharma industry is not the reason why a company is not
agile, even though the regulations affect the agility to certain extent, it is the risk aversion mindset
that prevents innovation as a way to best respond to market trend changes.
On the digital platform


JMC how are you involved? Or why are you not involved?
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Frederik explains that part of his role is submitting proposals for solutions implementations with
anything that is not JMC (the digital platform)
Since the developing team is usually outsourced, he adds that these are people who work under a
budget by the company in other words, they are paid to perform specifically required tasks without
being involved in the strategic planning.


Who is in the middle?

Frederik explains that the JMC project is led by EMEA. It is an EMEA initiave, the overall project
team was replaced after the project crashed the 3rd time. The value provided by this platform is
way above the understanding of the Business IT Nordics.
He explains that it is not something that they can handle because it is managed way above local.
To have anything here in the Nordics to be part of that would require a large coordination between
every middle man in all the countries where Janssen has presence. There has been so many shifts
within the team that it is very unlikely that they have a clear understanding of the original strategy.


Then the other way, you have a platform that is decided in a different region and you
just get it like this, how do they know if the Nordics really need this? Is it a reactive
nature?

Frederik explains that this is the way it works in a lot of organizations, they’re just trying to set up
a flexible tool/platform that all the countries have to kind of notch the edges of the puzzle to make
it fit into their local structures and what local Business IT can do is say is arguing the reasoning
why they need new functionalities without a guarantee of success.
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4

Interview with EMEA Business IT – Jo Verherstraeten

General


Tell me a bit about your role

Technical Administrator of services and applications, in relation to the Nordics it is specifically
working with JMC. When there is deployment of new updates or issues found. Jo does all
configurations, all scripts that are supposed to run automatically, database management etc.
His job is shared with a business Analyst who makes sure deployments have all business
requirements in place and then Jo makes sure all technical requirements are ready.
Governance


How do you think your goals match the business goals? Are new functionalities
following a specific business strategy?

Jo explains that a requirement always starts with a business case, it is then written into a user story.
Then the developer checks if the requirement already exists and finally, the product owner will
make sure that the ticket can go into development.


Is it more like a wishlist? For example: the webmaster thinking, it would be nice to
have this new functionality?

Jo argues that it is always the case that IT works for Business and as IT they make sure that
Business has the tools to be able to do their job.
He adds that sometimes as a developer he has to be between business and IT and decide whether
the requirement is possible or not, sometimes the restrictions have to do with technical feasibility
or budget.


Does your team have a strategy? How do you develop it? Is anyone else involved

Jo argues that their strategy is very dependent on the business goals. Their long term goal is rolling
out JMC and making sure everyone is happy.
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Who do you involve in the decisions taken around JMC? Regarding the New
functionalities?

Jo explains that at the beginning of the process the developer will try to involve as many people
as possible. It happens very often that after developing something and investing resources in it,
business would argue that it is not what they asked for.


Do you do this with every new functionality or only at the beginning?

Jo argues that he was involved a year after the project started. Expectations issues stopped the
project from moving forward and the whole team was replaced. The development team consists
now almost 80% of vendors.
Partnership


Where do you sit? What part of the organization is your department in? Do you have
any interactions with the Business IT of the Nordics?

Jo explains that the Application Services team is also outsourced. He is an external consultant and
as such is not involved with the internal strategy and have no meaningful contact with the lead of
Business IT.


Is the business analyst part of the organization?

Jo argues that the many agencies and external parties are trying to increase their own revenues, as
independent vendors they also have their own strategies that don’t match Janssen’s goals. The
Business Analyst is also outsourced and the only person within the J&J network is the one
managing the budget.
Communication


You mentioned before the issue where you develop something and then the business
says this is not what we asked for. Is this a recurrent issue?

Jo explains that sitting in different countries makes it difficult to collect all the information from
the important parties. They are trying now to involve as many people as needed in order to develop
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something more efficiently because a lot of time is being wasted in fixing issues when these could
have been prevented with proper development at the beginning.


In the case that Business really needs X functionality and they ask you for that, you
would say that it is out of budget, but you having not enough budget, would mean,
top management doesn’t consider this need really important? Is the value you provide
really understood by management?

Jo explains that there is a yearly budget assigned and a team in Ireland that develops any
functionality within budget, if there is a requirement for a new functionality that is out of budget
then there has to be an evaluation. At the end of the day, budget comes from the business. Charges
can also be done cross-offices.


In your opinion, when you start building this new functionality that comes from a
business need. Is it communicated clearly the reason or how it will actually support
what the business wants or is it on a requirement basis? Are you just limited to know
what they wanted to do and what the outcome of it will be? Or are you aware of all
the reasoning behind needing this new functionality?

Jo explains that he is not always aware of the reason why business would want something. The
product owner might know it so that priority can be assigned properly. But for the most part, his
job consists only in getting the requirements although sometimes he has to question the reasoning
behind these requirements.
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5 Value Proposition
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