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“With the new operational model and deci-
sion support system, we get the whole truth 
and a common view of operations, unlike 
the previous distributed, confused view. This 
means that we can act faster with a more 
reliable decision-making basis and we can 
focus on the right things that produce the 
best profitability,” says Michael Lundin, CFO at 
Länsförsäkringar Stockholm.

Long journey from product focus to 
customer focus
In 1844, Stockholms Läns Brandstodsbolag 
and Stockholms Stads Brandstodsbolag were 
founded. One hundred and twenty seven 
years later, in 1971, the companies were  
merged under the name Länsförsäkringar 
Stockholm. In 1998, the company was  
merged with Wasa. Länsförsäkringar is alone 
in offering non-life and life insurance and 
banking and fund management under the 
same roof. For many years, the company has 
been top of the list when the proportion 
of satisfied customers of companies in the 
financial and insurance industry have been 
measured. 

However, Länsförsäkringar Stockholm did 
not manage and organise its operations on 
the basis of its customers. It had its products 
as the basis for its operational management. 
They were evidently still able to keep their 
customers satisfied but the management 
was inefficient and they had no overview.  
Three years ago, a new management team 
was appointed which launched a new 
strategy in which the organisation and the 
operational management were designed 
according to the customer structure and 
customer requirements instead of the pro-

ducts. As a result of this, the decision-making 
powers needed to be decentralised and 
moved nearer the customers, which means 
that better decision support is required. The 
new strategy aims for growth instead of belt 
tightening and cost reduction, as was the 
case previously. 

“We managed and costed operations  
in the traditional manner. In the insurance 
industry, the operational model is usually de-
signed according to the products. It sounds 
fairly simple, but it is a very big change to 
switch from a product focus to a customer 
focus. We started this journey three years 
ago and we have not arrived yet,” explains 
Michael Lundin.

Michael Lundin states that management 
figures and key figures are largely based on 
the mandatory reporting that follows the 
requirements of the Swedish Financial Super-
visory Authority (Finansinspektionen). This 
consists, among other things, of quarterly 
and annual accounts and traditional key 
figures for the insurance industry such as loss 
ratio, operating costs ratio and total costs 
ratio. 

New key figures provide better guidance
Acando was hired to help with the realisation 
of the new strategy. The first task involved 
screening, in which the consultants checked 
the new strategy against the company’s  
existing structure and management. 

“In practice, screening means that we 
interview employees and analyse the  
operational model to find out what is  
needed to realise strategies and objectives. 
At Länsförsäkringar Stockholm we con-
ducted in-depth interviews with 150 of the 

With Acando’s help, Länsförsäkringar Stockholm has introduced a new model for 
operational management and a new decision support system. The new solution 
gives the company a clearer, more correct overall view of operations. Among 
other things, this leads to faster, more prudent decisions and greater efficiency 
and profitability.

More prudent decisions  
at Länsförsäkringar with  
new decision support

»It is easier to implement improvements 
in the right place when you have facts  
on what is profitable and what is less  
profitable.« Mikael Lundin, CFO at Läns­
försäkringar Stockholm, and his colleagues 
reviewed the company’s processes with  
Acando and the company now has a clear 
picture of its operations and knows what 
they should focus on.

L ä n s f ö r s ä k r i n g a r  fac t s
Länsförsäkringar Stockholm is part of the 
LF Group (Länsförsäkringsgruppen) as one 
of 24 local, independent, customer-owned 
regional companies. The company is the 
market leader in Sweden for non-life in­
surance. It is the sixth largest company for 
insurance-based savings and life insurance. 
The fund management company is the fifth 
largest operator listed on the stock market. 
Together, the regional companies own 
Länsförsäkringar AB, in which joint service 
and development projects are concentra­
ted. Banking, fund and capital manage­
ment, life insurance, industrial insurance, 
third party motor vehicle insurance and 
livestock and crop insurance are all carried 
out in separate product companies.

Source: Länsförsäkringar Stockholm’s website.
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company’s approximately 600 employees,” 
says Lars Rosengren, Account Manager for 
Länsförsäkringar Stockholm at Acando. 

Acando’s screening resulted in a plan  
for how a new model for operational  
management should be developed. The 
model includes new management methods, 
a new model for calculating key figures and 
follow-up and a new web-based decision 
support system. 

“In the next stage, we mapped and 
costed all the processes together with  
Acando. This has given us a completely new, 
full view of operations in which we can  
clearly see what each subprocess consists  
of and costs and what the lead times and 
bottlenecks are. We now have a much better 
idea of how to generate higher profitability 
and growth and what our top priority im
provement areas are,” says Michael Lundin.

The method for key figure calculation 
that Acando helped Länsförsäkringar  
Stockholm introduce is an ABC model based 
on activity-based cost distribution. It involves 
calculating each step in a process to make it 
possible to measure efficiency and the actual 
cost of, for example, a product or a customer 
better. 

“We have a deeper understanding of  
the profitability, risk profile and efficiency  
of various transactions, customer groups  
and product groups. This allows us to focus 
correctly on our improvement work,”  
emphasises Michael Lundin. 

One common reality 
When the processes were mapped, new 
roles, process owners and decision makers 
were also defined in relation to different  
issues. The aim is to reshape the processes 
so that they focus clearly on objectives and 
customers and have more powerful, faster 
decision making. 

“The objective is to realise a new  
business planning model focusing on a few 
objectives and with faster, more correct  
follow-up to ensure better objective achieve-
ment,” says Michael Lundin.

“The new model makes it possible to cal-
culate backwards to arrive at how objectives 
are to be achieved. For example, it is easy to 
calculate the detailed activities required to 
achieve the objective of acquiring a certain 
number of new customers in a year,” says  
Lars Rosengren. 

The new decision support system con-
sists of a fully integrated solution with a new 
data store and software solutions for analyses 
and reports. Information from sources inclu-
ding business systems, product systems and 
CRM systems as well as external sources is 
retrieved into the data store. The data store 
contains historical data extending several 
years into the past. This provides statistics for 
forecasts and budget calculations and allows 
for trend and risk analyses. The solution will 
be used by all managers, business deve
lopers, product specialists and controllers. 

“Previously only controllers calculated 
key figures and produced reports. They used 
the methods they had devised themselves. 
Consequently, we had many different subjec-
tive descriptions of operations with different 
key figures and conclusions. Now we have 
one common reality for all operations, inde-
pendent of personal methods and subjecti-
vity. This makes it considerably easier to make 
good decisions and act on them,” underlines 
Michael Lundin.

Close, open cooperation generates  
long-term results
Länsförsäkringar Stockholm and Acando 
have worked together for just over two years. 
Michael Lundin believes that the partnership 
will continue after the new operational  
model and business support system have 
been fully introduced. 

“Acando has a good mix of of both  
business improvements and IT, which we 
see as a big advantage. Moreover, the skills 
and the help we receive are not dependent 
on specific individuals, which increases flexi
bility and availability. Our dialogue is open 
and honest and we regard Acando as a close, 
long-term partner,” says Michael Lundin.
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