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About Helse Vest
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Key numbers 2019 and mission

Treatment base of 1,1 million inhabitants

29 000 employees

50 hospitals and institutions

Budget of 30 billion NOK 

662 million in profits on company code level 
(foretaksnivå)

340 million invested in software and licenses, and 
projects under development  
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LIBRA
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Project Setting
When logistics becomes a matter of life and death

Greenfield SAP S/4 HANA 
implementation

The customer has no 
prior SAP experience 

Local team

Supported by Global 
Delivery Center in 
Manila, Phillipines

Fixed price contract
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Team

Global Delivery in Manila

Local team from the 
Nordic countries

IMI in India
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Team

Local team

Local team consisting of resources 
from all over the Nordic region.

Solution Architecture

Implement and document design

Quality assurance and clarifications 
of solution

Dialogue with Helse Vest 

Global Delivery Center

Global delivery team with a huge 
cohort of skilled SAP resources in 
Manila. 

Technical specifications of 
development objects

Set up and configure the solution

Unit test solution

AMS – Application Management 
Service
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IMI in India

Delivering infrastructure services

In charge of technical operations, 
such as monitoring, server 
maintenance etc.



Why commit to this delivery structure?

A project that needs 
many resources where 
few possess the 
necessary expertise in 
Norway, therefore the 
delivery model is based 
on global resources

The expertise of the GD 
team reflects the entire 
solution from functional, 
development, integration 
to testing, conversion and 
SAP basis. 

Their competence, skills 
and experience generally 
hold a high level

Secondary is keeping costs 
down
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Risks and measures 
related to the delivery 
model
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Risk (1)

Distance and cultural 
differences entail that 
the complexity of 
communication of needs 
and expectations 
increases 
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Counteracting measures

Team leads and 
selected consultants 
are in Norway during 
the specification phase 
and take part in 
discussions and 
preparation of 
prototypes.

The dialogue with 
Helse Vest is mainly in 
Norwegian. Much of 
the documentation is 
also in Norwegian and 
is translated for GD
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Risk (2)

Helse Vest loses 
ownership of the 
configured solution 
when it is developed in 
Manila. This is 
because the daily 
communication 
between those who set 
up the solution and 
Helse Vest does not 
take place
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Counteracting measures

This is compensated 
through many demo 
and prototype of the 
configured solution. 
The purpose is both to 
maintain ownership of 
the solution.

Demos are used to 
clarify questions and 
make choices 
regarding final solution
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Risk (1)

Distance and cultural 
differences entail that 
the complexity of 
communication of needs 
and expectations 
increases significantly

Counteracting measures

Team leads and 
selected consultants 
are in Norway during 
the specification phase 
and take part in 
discussions and 
preparation of 
prototypes.

The dialogue with 
Helse Vest is mainly in 
Norwegian. Much of 
the documentation is 
also in Norwegian and 
is translated for GD

Risk (2)

Helse Vest loses 
ownership of the 
configured solution 
when it is developed in 
Manila. This is 
because the daily 
communication 
between those who set 
up the solution and 
Helse Vest does not 
take place

Counteracting measures

This is compensated 
through many demo 
and prototype of the 
configured solution. 
The purpose is both to 
maintain ownership of 
the solution and for 
IBM to clarify questions 
that IBM has regarding 
the product

Demos are used to 
clarify questions and 
make choices 
regarding final solution 
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Architecture
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Applikasjonsarkitektur

Interne systemer for 
Helse Vest

Et eksempel fra Sjukehusapoteka
er at lagerstyringen gjennomføres
av et RPA program som heter
Castor. Alle uttak skal trigges fra
SAP salgsordrer og uttak konteres
ut av beholdningen i SAP som igjen
trigger flyter for fakturering blant
annet. 

Eksterne systemer

E-faktura flyter, sikring av 
personsensitiv informasjon ihht. 
Europeiske retningslinjer innenfor
EHF blant annet. 
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Methodology
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Løsningsfase

Løsningsfase

From LIBRA 1 to LIBRA 2
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Løsningsfase

Løsningsfase
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LIBRA 1

Detailed design obtained through Design Thinking

Common understanding of end-users and tasks the user 
performs

Ensure that the project focuses on the contract's ambitions 
and the large, but achievable, problems and solutions for 
users

Unified implementation of WS across subject groups

Meet requirements in the contract that state we will use 
method to ensure end user quality

Identify WO W factors – internal buy-in in the organization  
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LIBRA 1

Waterfall

The agreement dictated waterfall with approved design 
before the start of development

Methodology at IBM based on waterfall at contract 
signing
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New working method – LIBRA 2

An analysis of 
experiences and lessons 
learned L1 led to a need 
for improvements before 
initiating LIBRA 2

Ambitions
• Reduce overhead in 

comparison to LIBRA1
• Finalize and see the solution 

as early to get acceptance in 
IBM and Helse Vest

• Test and approve as early as 
possible 

• Better control of progress

IBMs proposal
• Go Agile

Conclusion: 

Elements of Agile are used in the 
solution phase
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Methodology
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Workshop Backlog

Trello – Sprint X

Backlog  is updated 
with started 
startsprint as decided 
in planning workshop

Activities per object is 
planned in the 
backlog.

Planned activities in 
the backlog is 
reflected on to 
respective Trello 
cards. 1 Trello card = 
1 ObjectWhen the sprint 

has started the 
Trello board is 
Master

Update of progress 
from Trello is 
reflected in the   
Backlog Fridays at 
12.00.

1 2
3

4
5
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Connection between Backlog and Trello – Overview 



Releaseplanning
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Planning – Backlog+Trello
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Progress
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Definition of Done
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Team reflections
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Feedback session 
– Local team IBM and Helse Vest

Worked well Needs to 
change

New ideas to 
try

• Good progress when COVID-19 hit

• Large focus on solution development

• Scope divided – focus on more detailed areas

• Good control of progress on Trello and Backlog

• Parts of the solution is ready earlier

• Demos are done earlier 

• Workshops to bring out needs

• Work on-site worked well

• Stakeholder management – lack of product 
owners

• Digital tools – instability in digital tools and 
many different applications

• Heavy documentation processes

• Long decision-making processes 

• Demanding to implement new methodology 
in the program

• Sprint planning were too ambitious

• Lack of focus on other deliveries than 
solution

• Discrepancies in expectations for system test

• Interaction with customer – closer 
collaboration, focus on building trust across 
organizations

• Prerequisites for success – consistent use of 
fewer, stable digital tools 

• Overview – onboarding video, project process 
wiki and documentation

• Digital tools for planning and status reporting

• Include all activities on Trello and in Sprint 
planning
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Conclusion

Contract

Conditions in the fixed price 
contracts created a difficult 
foundation to work agile

Documentation focus in contract 
was still there even after changing 
methodology

The big picture

Difficult to see the solution and the 
bigger picture of Helse Vest when 
working semi-agile

Late deliveries from Agile 
workstreams to waterfall 
workstreams 

Preparation of 
methodology

Difficult to change methodology 
while going full speed on project 
activities

Prepare project team to change 
mindset and work agile

Design thinking + Agile

Full confidence that Design 
Thinking and Agile is the future of 
project management

Use time to see connection 
between different parts of the 
delivery and how it correlates with 
methodology

Agile tools shows progress at a 
detailed level
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Next steps...
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Drive Value from Data

Vast amount of data: 

-Financial data, sales data, transactional data, customer data, etc. 

Application areas: 

-Drive AI/ML: Perform complicated tasks

-Analytics & Business Intelligence (BI)

Challenges: 

1. Data is locked to various applications 

2. Raw data that need to be processedTeam IBM LIBRA / SBN -Prosjektdag / April 21, 2021 / © 2021 IBM Corporation
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