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Abstract
Ljungblom, M. 2022. Respect for People. Developing alternative understandings
and relationships to ethics, leadership, and culture in Lean implementations. Digital 
Comprehensive Summaries of Uppsala Dissertations from the Faculty of Science and 
Technology 2154. 132 pp. Uppsala: Acta Universitatis Upsaliensis. ISBN 978-91-513-1511-9.

Successful Lean implementation is a combination of both technology and culture, using 
bothkey principles of continuous improvement (CI) and respect for people (RFP). However, 
manyorganizations fail to implement Lean and critical factors in this failure are leadership, 
cultureand the lack of RFP. When CI and RFP permeate an organization, it is called real Lean, 
andwhen there is only a focus on CI it is called false Lean. Without Lean culture, where RFP 
playsthe main role, Lean becomes an add-on tool.

The purpose of this thesis is twofold. The first part of the purpose is to 
developalternative understandings of RFP and relationships to ethics, leadership and culture in 
Leanimplementations. The second part is to suggest a normative framework helping leaders 
toachieve real Lean.

The purpose is operationalized into the following research questions: - What understandingsof 
RFP can enable Lean implementations? - What understandings of ethics, leadership andculture 
can enable Lean implementations? - How can these understandings form a normativeframework 
for Lean leaders?

The study is a qualitative, exploratory and descriptive case study with anabductive approach. 
The data have been collected by documents, interviews, questionnaires,and participant 
observations. Content and discourse analysis are used together with pattern-matchingto analyse 
the data.

The study shows that it is important to understand the differences in culture (national/
organizational) prior to Lean implementation and to conduct an organizational analysis to 
findsimilarities and differences between Lean and organizational values. The study also finds 
thatRFP is composed of elements in different cultural levels. The elements identified are 
ethics,leadership and culture, each of which has invisible elements, often linked to Japanese 
religionsand traditions, that need to be visualized and discussed. Previous research has 
presented variousframeworks and models exist but these are more know-what than know-how. 
Organizationsneed more know-how to create real Lean where RFP can be seen as the ‘how’.

I developed a leadership model called Developmental Lean leadership (DLL) that aims tofind 
leadership that supports both employee and organizational development and can meet theneeds 
of a Lean leader, which are to act as a role model and support the development towardsa real 
Lean culture.

I also developed a normative framework for Lean leaders called the RFP house, which it 
ishoped will help Lean leaders achieve real Lean in their organizations during implementations.
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1 Introduction 

This chapter provides the background to the research presented in this thesis, 
as well as the problem discussion, purpose and research questions of the the-
sis and the overall structure of the work. 

1.1 Background 
There is a growing pressure on organizations to become more efficient and 
successful (Grigg et al., 2020). In other words, organizations need to be more 
productive and cut costs (Netland, 2016). To do this, organizations adopt dif-
ferent quality concepts and methodologies, such as Lean management (Fred-
riksson & Isaksson, 2018). 

Lean originated from Toyota and its production model Toyota Production  
System (TPS) (Liker & Convis, 2012) and has been implemented in Western 
industry since the 1980s to reduce waste and lead time and to increase cus-
tomer efficiency and value for the customer (Chiarini & Brunetti, 2019). Lean 
is no longer exclusive to the automotive industry; it is widely used in other 
industries in both the private and public sectors (Erthal & Marques, 2018; 
Taherimashhadi & Ribas, 2018). 
 
For more than 50 years Toyota has been profitable and has become one of the 
largest motor vehicle manufacturer in the world, and a guide to excellence for 
many organizations (Liker & Convis, 2012). The key to Toyota’s success 
seems to be the TPS. Ohno Taiichi (former executive vice president of Toyota 
Motor Corporation) explained that the basis of the TPS is the absolute elimi-
nation of waste, and the two pillars1 needed to support the system are Just-in-
Time (JIT) and Jidoka (autonomation, or automation with a human touch) 
(Ohno, 1988). 

 
Since the transformation from TPS to the Toyota Way in 2001, these two key 
principles were developed and became continuous improvement (CI) and re-
spect for people (RFP) (Chiarani et al., 2018). The focus remained on waste: 
identifying where waste is located and deploying specific tools to reduce the 
                               
1 Pillars is another word for key principles. 
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waste (Connor & Cormican, 2021). To do this, there is a need for a Lean cul-
ture of collaboration and employee empowerment at all levels. Such a Lean 
culture is built on an employee-driven philosophy designed as an integrated 
social-technical system to find and achieve progress while reducing waste 
(Chiarini et al., 2018; Connor & Cormican, 2021; Pakdil & Leonard, 2017). 
 
Companies and organizations around the world have been eager to replicate 
the successes that Toyota achieved from its Lean programs, which led to the 
publication of practitioner-oriented literature, outlining the major concepts 
and tools (Chaple et al., 2021; Chiarini & Brunetti, 2019; Erthal & Marques, 
2018; Liker & Convis, 2012). 
 
Bevilacqua et al. (2015), and Netland (2016) claimed that there is no single 
correct recipe (combination of factors) for a successful Lean implementation, 
but other researchers (e.g., Chaple et al., 2021; Chiarini & Brunetti, 2019; Er-
thal & Marques, 2018) have argued the opposite, that Lean success depends 
on a combination of organizational, market and country factors (Chaple et al., 
2021). 
 
These factors are often identified as barriers (or success factors) to Lean im-
plementation and may include a lack of leadership, culture, Lean strategies, 
education, team building and ability to implement change (Amaro et al., 2020; 
Chiarini & Brunetti, 2019; Erthal & Marques, 2018). Studies have shown that 
the presence of barriers is not limited to automobile industry, but also occurs 
in other sectors, such as manufacturing (Jadhav et al., 2014), healthcare (Wil-
son et al., 2018), education (Amaro et al., 2020), and retail (Noda, 2015). 
 
A successful Lean implementation is a combination of methods, tools and cul-
ture (Chiarini & Brunetti, 2019). Schwagerman and Ulmer (2013) argued that 
Lean leads to a successful culture with behavioural patterns that have a signif-
icant impact on company management and leadership of employees. 
 
Many organizations have failed to implement Lean (Chaple et al., 2021; Dom-
browski & Mielke, 2013). An international survey found that 80 per cent of 
participating organizations claimed to use Lean principles, but only half actu-
ally finished the implementation and improved (Dombrowski & Mielke, 
2013). Grigg et al. (2020) and Schwagerman and Ulmer (2013) described the 
challenge to keep the Lean implementation ongoing and not revert to operat-
ing as they had before. Other studies (e.g., Belhadi et al., 2019; Cochran et al., 
2017; Loh & Yusof, 2020) have shown that Lean implementations did not 
meet the initial expectations or did not last very long. Studies have shown that 
fewer than 10 per cent of all Lean implementations were sustained three years 
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after they were implemented (Belhadi et al., 2019; Cochran et al., 2017). Ac-
cording to Cooper (2008), it is common for organizations in which Lean is not 
fully implemented to express frustration when they experience some short-
term gains, but never realize the sustained benefits they envisioned. 
 
Many researchers (e.g., Dahlgaard et al., 2011; Dombrowski & Mielke, 2013; 
Hines et al., 2004; Sloan, 2017) have argued that the reason for the failure (or 
stagnation) could be the focus on tools and techniques used for waste reduc-
tion, and that the organization might fail to create a real Lean organization. 
Emiliani (2010) stated that if the two key principles permeate the organization, 
it becomes real Lean. In fake Lean (the opposite of real Lean), there is an 
overemphasis on CI. Fake Lean means that Lean is still an add-on tool, where 
the managerial culture and the employees’ engagement are missing (Kusy et 
al., 2015). Taherimashhadi and Ribas (2018) echoed this problem, stating that 
many organizations focus on tools without considering less visible areas, in-
cluding cultural aspects. According to Kusy et al. (2015), without the proper 
Lean culture, in which RFP plays a leading role, Lean tools are just tools. 
 
Several studies have argued that fake Lean, which is an overemphasis on CI 
and a lack of RFP, is the greatest risk or barrier for unsuccessful implementa-
tions of Lean (e.g., Coetzee, van Dyk et al., 2019; Emiliani, 2010; Halling & 
Renström, 2014; Sloan, 2017; Yadav et al., 2017). Chiarini and Brunetti 
(2019) did not explicitly discuss the concept of fake Lean but stated that when 
Lean was introduced in Western countries, it came to be used in a way that 
can dehumanize the employees. Also, Hines et al. (2020) and Mehri (2006) 
showed the negative effect on the employee, sometimes naming it the dark 
side of Lean (Salentijn et al., 2021), which includes the exploitation of work-
ers’ health and well-being for the sake of efficiency. 
 
Other elements of Lean have been highlighted and criticized (Hines et al., 
2020; Salentijn et al., 2021) such as what Lean really means, the lack of a 
coherent theoretical foundation, as well as the transferability and sustainabil-
ity of Lean. Jørgensen and Emmitt (2008) argued that researchers and practi-
tioners alike have been misled by an overly optimistic literature, while Salen-
tijn et al. (2021) criticized companies for using a fragmented tool-oriented ap-
proach. 
 
Rother (2013) maintained that the tool-oriented approach (add-on thinking) 
depends on Western countries focusing on Toyota’s visible methods and tools, 
which could be easily copied by competitors (cf., Foley & Zahner, 2009). The 
problem with this approach, Rother (2013) argued, resides in the fact that the 
visible side of Lean is built on invisible routines of thoughts and acts, and that 
Toyota’s methods do not work without the link to Toyota’s underlying logic 
(see Figure 1). The thoughts, routines, and acts that Rother (2013) described 
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are termed human-related, and are argued to be the heart of Toyota’s success 
(Bortolotti et al., 2015). 

 
 

 
 
 

 
Figure 1: Toyota’s visible tools and methods are built on invisible thoughts, routines, 
and acts (Rother, 2013, p. 30). 

Hines (2010) presented a similar view to Rother (2013) and exemplified the 
visible and invisible layers with an iceberg metaphor (see Figure 2). Like 
Rother’s model, the Sustainable Lean Iceberg Model (SLIM) distinguishes 
between the visible aspects of Lean implementation and the hidden enabling 
invisible elements in Lean, but Hines (2010) presented in greater detail what 
the invisible elements of Lean could consist of.  

 
 
 
 
 
 
 

 
 
 
 
 
 
Figure 2: The Sustainable Lean Iceberg Model – SLIM (Hines, 2010, p. 58). 

The SLIM model shows that all the visible features of a Lean implementation 
are above the waterline. According to Hines (2010), this means that organiza-
tions attempting to enhance performance commonly apply Lean tools, tech-
nology and techniques to improve, sustain and maintain business processes. 
 
Below the waterline is the hidden, invisible enabling aspect of Lean. Hines 
(2010) referred to the ‘invisible’ as strategy and alignment, leadership, and 
behaviour and engagement, stating that examples of process management and 
the application of Lean tools can be seen in any Lean organization (the visible 

Methods, Tools, Principles 

Thoughts, Routines, Acts 
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(invisible) 
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side). Also, a visitor to a real Lean organization will still see process manage-
ment and Lean tools. What the visitor will not see is all the effort that has been 
put in below the waterline for strategy and alignment, leadership, behaviours 
and engagement that sustain the Lean implementation and make it real. 
 
Grigg et al. (2020) argued that it is generally recognized that the importance 
of underlying organizational values specified in leadership, culture and behav-
iour is crucial in a Lean implementation. According to Schein (2017), these 
invisible elements are some of the building blocks that form the organizational 
culture. 

1.2 Problem Discussion  
Based on the existing knowledge about the success of Toyota, it is clear that 
while fundamental knowledge of tools, techniques, technology, and basic con-
cepts is very important, an effective social environment in which people feel 
empowered and motivated is critical (Yadav et al., 2017). In other words, both 
CI and RFP in order to create the important Lean culture (Liker, 2004; 
Schwagerman & Ulmer, 2013; Traylor, 2011), to be successful and to achieve 
real Lean (Emiliani, 2010). 
 
Previous studies (e.g., Belhadi et al., 2019; Dombrowski & Mielke, 2013) 
have shown that the results that organizations want to achieve are still lacking. 
There are several possible reasons for this, including the continuous research 
focus on the key principle CI (Dombrowski & Mielke, 2013; Sloan, 2017), or 
the failure of organizations that implement Lean to use the research on RFP 
or use it correctly (Hines et al., 2020). 
 
In this thesis, I propose that researchers might not be studying Lean from new 
perspectives and horizons. A way to achieve different results than before could 
be to discuss Lean from alternative viewpoints. Problematizing data with sim-
ilar starting points is likely to produce similar results. One way to get other 
results or other discussions that can advance research could be to introduce 
new models and theories from outside the Lean or quality-related area, which 
I will do in this thesis. Such alternative understandings can shed new light on 
the RFP and other related concepts and create starting points for research ef-
forts for continuing to explore the invisible sides of Lean. These new theories 
or models can also be useful for dealing with the invisible elements of a Lean 
implementation, by providing alternative viewpoints and new concepts to dis-
cuss in practical settings. This thesis concerns four interrelated concepts: RFP, 
ethics, leadership, and culture. 
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The importance of RFP has been extensively investigated and the lack of RFP 
is not a new phenomenon; it was mentioned in the early phases of Lean (Emi-
liani, 2008) and researchers (e.g., Loyd et al., 2020; Vanichchinchai, 2021) 
still emphasize the lack of RFP and the overemphasis on CI. However, RFP 
has only been vaguely explained in previous research, and there is still a lack 
of research on how RFP is implemented and how the key principle is inte-
grated into the daily work to achieve real Lean. The present thesis sets out to 
explore RFP at a deeper level. 
 
To achieve real Lean, where RFP plays the leading role, the culture is crucial 
(Kusy et al., 2015) and even fundamental (Liker, 2004). In a 2009 survey, 20 
per cent of the 515 respondents recognized changing the organizational cul-
ture as the biggest challenge that companies face while trying to implement 
Lean (Traylor, 2011). Lean culture still seems to be a poorly understood con-
cept that has not been investigated well, and therefore requires more work 
(Amaro et al., 2020). Furthermore, Taherimashhadi and Ribas (2018) argued 
that, while implementing Lean in an organization, it is necessary to consider 
both organizational and national culture; I will address this point in this the-
sis. 
 
While transforming an organization to adopt a Lean culture, the leadership 
plays a key role for a sustainable and integrated implementation (Albliwi et 
al., 2014; Connor & Cormican, 2021; Grigg et al., 2020; Ingelsson et al., 
2020). Several studies (e.g., Albliwi et al., 2014; Dahlgaard et al., 2011; Grigg 
et al., 2020; Ingelsson et al., 2020) have identified leadership as one of the 
most important success factor in Lean implementations, and some have even 
argued that it is the most important factor (Dombrowski & Mielke, 2013). 
While much has been written about Lean leadership (e.g., Dombrowski & 
Mielke, 2013; Emiliani, 2008; Ingelsson et al., 2020; Liker & Convis, 2012), 
most of the research has considered the visible elements (methods, tools, prin-
ciples) in a Lean implementation (Hines, 2010; Rother, 2013). Previous re-
search has focused on what is needed, not how to actually do what is needed 
to implement or sustain the implementation of Lean. There seems to be a lack 
of research dealing with leadership related to the invisible elements of Lean 
(Hines, 2010). In this thesis, I will revisit Lean leadership and whether it can 
benefit from being integrated with other leadership models. 
 



 

 21

Behaviour – one of the invisible elements in Hines’ (2010) SLIM model and 
in Rother’s (2013) model called acts2 – is based on values (such as trust, re-
spect, excellence) grounded in social, psychological, and biological needs 
(Långstedt & Manninen, 2021; Philipson, 2011). The focus on value-based 
behaviour or actions has been studied in the field of ethics. Ethical choices are 
fundamental to humans in our daily lives: how we decide, motivate and re-
spect each other. An example of an ethical choice might be a manager who 
decides whether or not to implement Lean in his/her organization. That and 
all other management decisions involve ethical issues and systematizing, de-
fending, and recommending concepts of right and wrong conduct (Långstedt 
& Manninen, 2021). However, ethics is not seen as an important theory in 
Lean research, as is clear from the low number of publications addressing the 
link between ethics. Because of its relevance in terms of providing concepts 
for understanding values and their relation to acts and behaviour, as well as 
because of its untapped potential, ethics can be a new concept that can be in-
troduced in Lean implementation and in Lean research. I will explore this 
point in this thesis. 
 
The fact that the research on Lean is mainly about the key principle CI and its 
visible tools aroused my interest in exploring and describing the invisible side 
of Lean, in particular the key principle RFP (see Figure 3). 

 
 
 
 
 
 
 
 

 
 

 

 

 

 

Figure 3: The gap in research; the invisible elements in Lean. 

                               
2 The words act and behaviour are both used in this thesis. In ethics, for example, it is 
important to separate the meaning and intention of the words. I have not taken that 
approach, and in this thesis the two words are synonymous. 
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1.3 Purpose 
The purpose of this thesis is twofold. The first part is to develop alternative 
understandings of RFP and relationships to ethics, leadership, and culture in 
Lean implementations. The second part is to suggest a normative framework 
that helps leaders achieve real Lean. 
 
The purpose of this thesis is operationalized into the research questions out-
lined below. 

1.4 Research Questions 
RQ1: What understandings of RFP can enable Lean implementations? 
RQ2: What understandings of ethics, leadership, and culture can enable Lean 
implementations? 
RQ3: How can these understandings form a normative framework for Lean 
leaders? 

1.5 Limitations 
The thesis is situated in the research field of Lean, with a focus on the key 
principle respect for people (RFP). Theories and models from the fields of 
ethics, leadership and culture were used to better understand Lean, RFP and 
its invisible elements. There was no intention to describe the whole fields of 
ethics, leadership and culture. 
 
In other words, I do not discuss the similarities and differences between Con-
fucianism and Western virtue ethics, for example, as this is not a thesis about 
ethics. The thesis is about Lean and RFP, where ethics, and especially virtue 
ethics, could contribute to the development and perhaps greater understanding 
of Lean. A similar approach is used when discussing leadership and culture as 
well. 

1.6 Thesis Structure 
This thesis consists of seven chapters (see Figure 4). The first chapter provides 
an introduction to the work. The second and third chapters present a theoreti-
cal framework and the methodologies used in the study. Chapter 4 presents a 
summary of the appended papers is presented. Finally discussions, conclu-
sions, and further research are presented in Chapters 5 and 6. In Chapter 7 it 
is a list of the references. 
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Figure 4: The structure of the thesis.  

 

Figure 5 explains the connection among the purpose, research questions and 
the five different papers. The figure is a development of Hines’ SLIM model. 

 
 
 
 
 
 
 
 
 
 

 
 
 

 
 
Figure 5: How the appended papers I–V relate to RFP, and the invisible elements in 
Lean.  
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It is also important to explain how the different papers are used in the research 
questions. 
 
RQ1: What understandings of RFP can enable Lean implementations? 
Papers IV and V play the main role in addressing this question. In Paper IV, I 
explore the concept RFP surveying its origin, definitions, meanings and the 
connection to craftsmanship. Paper V is a case study of an organization that is 
trying to implement Lean and where RFP clearly appears to be a critical factor. 
 
RQ2: What understandings of ethics, leadership, and culture can enable 
Lean implementations? 
Several papers are involved in addressing this research question: 
 
Ethics: Paper II highlights ethical codes for nurses in health organizations and 
compares these codes with Lean. Paper III studies project managers’ actions 
from an ethical perspective. The ethical dimension in relation to craftsmanship 
is discussed in Paper IV. 

 
Leadership: Paper I describes the two leadership models: developmental lead-
ership and Lean leadership behaviours. Similarities and differences are high-
lighted and suggestions on how the different models can complement each 
other are presented. Paper V, leadership is highlighted in the empirical study. 

 
Culture: Culture is discussed in Paper II, when health care organizations are 
compared theoretically with Lean culture. In Paper V, organizational culture 
is highlighted in the empirical study. Culture is also discussed in the explora-
tion of RFP in Paper IV. 
 
RQ3: How can these understandings form a normative framework for 
Lean leaders? 
In the concluding question, Papers I–V are synthesised, and the normative 
framework is presented in the thesis. 
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2 Theoretical Framework 

This chapter contains a literature review that constitutes the theoretical 
framework for the thesis. The research questions form the basis for the selec-
tion of theories. A historical review of Lean’s emergence is also provided. 
Sub-chapter 3.3 explains how the literature was selected. 

2.1 History of Toyota and its path to the Toyota Way, 
Lean and RFP 

This sub-chapter provides a historical perspective on Toyota and the quality 
movement in Japan. Thereafter, a description of Toyota’s development as an 
organization, and later, one of the two key principles in Lean, RFP, will be 
provided. 
 
Several Japanese organizations are renowned for their proficiency in quality 
management (for example, TQM and Lean), and it is not incidental that Japan 
has a world leading position in quality (Dahlgaard-Park, 2011). These organ-
izations have a certain pattern that can be seen through the entire history of 
Japan as a producing country. 
 
According to Dahlgaard-Park (2011) Japan has followed the same structures 
over decades: learning, imitating and adopting knowledge. Japan’s, perhaps 
pejorative, nickname copyist reflects this phenomenon. However, Dahlgaard-
Park (2011) stated, “this nickname does not reflect all aspects of the phenom-
ena, because the Japanese often exceed the level of copycats becoming the 
master” (p. 99). Lean is one concept that developed from this pattern. 
 
In 1988, John Krafcik, a master’s student at Massachusetts Institute of Tech-
nology (MIT), coined the term Lean (Chiarini et al., 2019; Holweg, 2007; 
Yadav et al., 2017). After improving and developing the Lean idea, MIT pub-
lished the famous book entitled The Machine that Changed the World (Wom-
ack et al., 2007). This book introduced Lean thinking to the Western world, 
but the concept had been established in Japan much earlier. 
 
The foundations of what would become the Toyota Motor Company were es-
tablished in 1918, as a weaving plant, by the entrepreneur Sakichi Toyoda 
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(Holweg, 2007). At the plant, Sakichi developed a lot of quality improve-
ments, the best known of which is the mechanism in the weaving machine that 
stopped the machine when something went wrong. Here, Jidoka was born 
(Holweg, 2007; Ohno, 1988; Toyota Global Site, 2020b). Sakichi also in-
vented the Five Whys technique to find the real root cause of problems (Chia-
rini et al., 2018), but his best contribution to developing the organization was 
his philosophy and approach to the work, grounded in a burning belief in con-
tinuous improvements (Liker, 2004). 
  
Sakichi developed the basic ideas of Ford’s continuous assembly line and flow 
concepts, along with other ideas from American quality and manufacturing 
geniuses, such as Deming and Juran (Holweg, 2007; Ohno, 1988; Schwager-
man & Ulmer, 2013; Yadav et al., 2017), but retained Japan’s cultural hegem-
ony (Wittrock, 2015). The person who arguably had the greatest influence on 
Japan in terms quality development was Ishikawa Kauro, professor at Tokyo 
University (Sörqvist & Bergendahl, 2021), but still the American way of pro-
ducing cars and their quality system were copied and developed by Toyota 
(Holweg, 2007). 
 
The view of quality has a long tradition in Japan and has been a major com-
ponent of the foundation of Lean, according to Dahlgaard-Park (2011). Foley 
and Zahner (2009) agreed, stating: “the quality movement had its origins as a 
practitioner-led movement in Japan. What little academic involvement there 
was came primarily from engineers who had only modest familiarity with 
Western social science” (p. 63). In Table 1, Dahlgaard-Park (2011) compares 
Japanese and Western quality approaches. 
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The truck and car production at Toyota started in 1935. In 1937, Sakichi’s son 
Toyoda Kiichiro formed the Toyota Motor Company with his father’s philos-
ophy and leadership as a basis (Holweg, 2007; Ohno, 1988), but changing and 
developing the processes that needed to be changed. In 1943, the same time 
as Ohno Taiichi (the former executive vice president of Toyota Motor Corpo-
ration) joined the automobile business after the weaving and spinning business 
had been dissolved (Holweg, 2007), Toyota changed its focus and started pro-
ducing automobiles. 
 
The change of focus was a consequence of the financial crisis era after World 
War II (Ohno, 1988). While many other Japanese manufacturers started to 
produce inexpensive goods in an attempt to survive the recession, Toyota did 
not. The Toyota management was convinced of the need to produce high-
quality goods, in their case automobiles, despite economic difficulties. Toyota 
searched for new and better ways to produce more with fewer resources and 
the TPS was developed with its two key principles Jidoka (Autonomation, or 
automation with a human touch) and Just-in-Time (JIT) (see Table 2) (Ohno, 
1988). 
 
Table 2:  
Description of the key principles of TPS. 

MODEL KEY PRINCIPLES and connecting principles 
 
Toyota  
Production  
System 

 
Jidoka 

• Stopping the line 
• Teamwork 
• Five Whys 

JIT • Takt-time and con-
tinuous flow 

• Kanban 
• Waste recognition 

and elimination 

Note: Based on Ohno (1988). 

 
At the time, there was no documentation of those key principles. They were 
implicit (Liker, 2004) and deeply rooted in the Toyota culture (Chiarini et al., 
2018). Lean evolved naturally out of the workings of Toyota over five decades 
and Toyota’s workers were often unable to articulate what they really did 
(Taherimashhadi & Ribas, 2018). In one of the first scientific papers on the 
topic, four Toyota managers described TPS as being based on two basic con-
cepts, namely cost reduction through the elimination of waste and full utiliza-
tion of workers’ capabilities (Sugimori et al., 1977). 
 
During the 1980s and 1990s, TPS began to spread outside Japan (Holweg 
2007) and Toyota expanded its operations throughout the world (Liker & 
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Hoseus, 2008). Toyota demonstrated how TPS could be implemented in a Eu-
ropean and American socio-cultural contexts. Toyota encountered cultural 
challenges and Toyota management began to consider what made its organi-
zation unique (Liker & Convis, 2018). 
 
The cultural differences between Japanese and Western employees and their 
concept of work had been pointed out previously. In the 1970s, four Japanese 
Toyota managers deemed that the Japanese have characteristics such as group 
consciousness, a sense of equality, a desire to improve and centring their daily 
living on work and diligence, and that these characteristics are, broadly speak-
ing, different from people in the West (Sugimori et al., 1977). Ohno (1988) 
also described the differences between Japan and the West in terms of tackling 
teamwork problems and the like, and explained that the Japanese smoothness 
in working with TPS was dependent on Japan’s history and culture. 
 
The challenge of how to spread this unique blend of Toyota culture and 
Japanese culture to different cultures was raised (Holweg, 2007). Toyota made 
its guiding, or key, principles visible, and documented and published them 
internally and externally in 2001 (Toyota Global Site, 2020c); thus, the Toyota 
Way 2001 entered the scene. 
 
The Toyota Way (often called Lean) can be considered an evolution of TPS 
(Chiarini et al., 2018). With the Toyota Way, Toyota introduced its improved 
key principles and methods in written form: continuous improvement (CI) and 
respect for people (RFP) (see Table 3). 

 
Table 3:  
Description of the key principles of the Toyota Way 2001. 

MODEL KEY PRINCIPLES and connecting principles 
 
The Toyota Way 
2001 

 
CI 

• Challenge 
• Kaizen 
• Genchi Genbutsu 

RFP • Respect 
• Teamwork 

Note: Based on Chiarini et al. (2018). 

 
The Toyota Way has been visualized as a house (see Figure 6), which was 
initially introduced as a model in one of Toyota’s internal training documents 
(Liker & Hoseus, 2008). The model demontrates that the ultimate goal is to 
reach the culture of the Toyota Way (the roof) using the two key principles as 
pillars, and the five interconnected principles as the foundation of the house. 
  



 

 30 

 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Figure 6: The Toyota Way house (Liker & Hoseus, 2008, p. xxviii). 

Over the years, the Toyota Way house has been developed, and the Toyota 
Way was presented as per the model in Figure 7 at the Toyota Global Site 
(2020c). 

Figure 7: The guiding principles in the Toyota Way 2001 (Toyota Global Site, 2020c). 
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CI, one of the two key principles, is supported by three principles: Challenge, 
Kaizen and Genchi Genbutsu. The first principle, Challenge (as seen in Figure 
7) is used to create a long-term vision, meeting challenges with courage and 
creativity, but also to see and respect people’s competence and provide them 
with new tasks and problems that will challenge their abilities (Coetzee, van 
Dyk et al., 2019; Liker & Hoseus, 2008). The second principle, Kaizen, a Jap-
anese word for CI that indicates the deep desire to improve to ultimate perfec-
tion, has been synonymous with Lean and TPS for many practitioners (Chia-
rini et al., 2018). The third principle, Genchi Genbutsu, was one of the meth-
ods Ohno (1988) introduced in TPS, but it first became visible in the Toyota 
Way and is described as: “go to the source to find the facts to take correct 
decisions, build consensus and achieve goals at our best speed” (see Figure 7). 
 
RFP, the other key principle in the Toyota Way, is supported by two princi-
ples: teamwork and respect. Teamwork can be correlated with the original 
teamwork fostered by Ohno (1988), while respect is described in the Toyota 
Way as: “we respect others, make every effort to understand each other, take 
reasonability and do our best to build mutual trust” (Toyota Global Site, 
2020c). 
 
According to Toyota (Global Site, 2020c) respect is the basis of relationships 
with colleagues and with others, and it is important that everyone is respected 
for what they contribute and for who they are, which includes everyone’s ideas 
and cultural personal beliefs. At Toyota, respect within teamwork goes beyond 
many organizations’ interpretation of respect (Wilson et al., 2018). It repre-
sents a deep organizational alignment to develop the independent improve-
ment capability of operational staff with unique relationships between man-
agement and co-workers that influence leadership, communication and team 
dynamics.  
 
The RFP principle relates to the behaviour and culture of the organization and 
was introduced when Toyota was clarifying Japanese behaviours to the West 
(Wilson et al., 2018). Even though RFP was first written and described by 
Toyota within the Toyota Way 2001, the way of acting towards people has 
been known since the start of the automobile company. Ohno (1988) stated 
when TPS was developed that it is not just a production system; it is a system 
with the most important objective to eliminate waste together with the equally 
important respect for humanity. Ohno’s description of the TPS, and the first 
instance of the human part of TPS in literature, occurred in 1977 in an article 
by Sugimori et al. (Sloan, 2017). 
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Wittrock (2015) described Lean’s key characteristics as follows: long-term 
orientation, banish waste and serving society, continuous improvement 
through practical knowledge, perfection through standardization, and creating 
flow and harmony in your efforts. Wittrock’s (2015) research is special be-
cause it linked Japan’s religions and philosophical approaches with Lean. 

 
CI, which is built on methods and tools, often takes over in implementation 
because the methods and tools are visible and easy to grasp, according to 
Rother (2013). RFP, with its routines and acts, can be harder to understand 
and also be seen as less visible (see Figure 1). Furthermore, according to Coet-
zee, van Dyk et al. (2019), there is no certain definition of RFP, and research-
ers of Lean use different definitions. 
 
Rother (2013) stated that it seems to be hard for the employees to discuss and 
explain the invisible elements with its unique thoughts and routines. It seems 
to be the normal way of work, and within the Toyota culture Toyota’s methods 
do not work without the link to Toyota’s underlying logic. Hines (2010) pre-
sented a similar view as Rother (2013), but exemplified it with an iceberg 
metaphor (see Figure 2). 
 
Like Rother’s (2013) model, the Sustainable Lean Iceberg Model (SLIM) dis-
tinguishes between the visible aspects of Lean implementation and the hidden 
enabling human-related factors in Lean. The critical importance of underlying 
organizational values specified in leadership, culture and behaviour is widely 
acknowledged, according to Grigg et al. (2020). Without the proper Lean cul-
ture, in which RFP plays the lead role, Lean tools are just tools (Bäckström & 
Ingelsson, 2016) and Lean can be seen as an add-on tool, where the manage-
rial culture and the employees engagement are missing (Kusy et al., 2015). 
 
Sartal et al. (2018) argued that Toyota’s form of respect is based on practical 
rather than moral grounds, which increases employee engagement, volunteer-
ism and capacity. However, according to Emiliani (2008), RFP involves re-
spect for more than just employees, including all stakeholders, employees, 
suppliers, customers, investors, communities, and competitors, and hence hu-
manity, and people, is the basis for all success. Dibia and Onuh (2010) argued 
that employees play a central role in socio-technical systems that are consid-
ered the most important key to Lean transformation. They claimed that Lean 
is an interlocking set of three underlying elements – philosophical underpin-
nings, managerial culture and technical tools – a triangle in which human de-
velopment is at the centre. 
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2.2 Ethics, Values and Morality 
Values, described in moral philosophy, form a large part of our everyday lives 
regardless of what we do, because a value is something that indicates what an 
individual or group considers to be worth striving for (Philipson, 2011). Val-
ues are grounded in social, psychological, and biological needs and corre-
spond to the needs of a society to organize (Långstedt & Manninen, 2021). 
Furthermore, a value must be able to refer to, among other things, actions, 
events, situations, conditions, persons or objects (Philipson, 2011). 
 
To act on the basis of values is to behave ethically (Philipson, 2011) or morally 
(Francisco, 2010). According to Philipson (2011), ethics presupposes clear 
values, without which it is not possible to distinguish between what is right or 
wrong, good or evil. Therefore, behaving ethically/morally, whether it con-
cerns individuals or organizations, means that actions are judged on the basis 
of whether they can be considered to be realizing or counteracting something 
that is valuable. Ethics involves systematizing, defending, and recommending 
concepts of right and wrong conduct and seeks to resolve questions dealing 
with human morality. 
 
According to Rachels and Rachels (2015), morality is the effort to guide one-
self and one’s behaviour through the best rational reasons while giving equal 
weight to the interests of each individual affected. What is morally right and 
morally wrong is related to the existing culture in an organization (Francisco, 
2010), and different cultures have different ethical or moral codes (Rachels & 
Rachels, 2015). 
 
To understand ethics, we also need to understand that there are three main 
ethical approaches, different paths, ways or opportunities to make ethical de-
cisions (Philipson, 2004). These three approaches are consequentialism, de-
ontology and virtue ethics and they constitute normative ethical theory 
(Tännsjö, 2013). 
 
An ethical decision is made when a person has to decide which of two (or 
more) comparable actions is most desirable or valuable (Rachels & Rachels, 
2015). In such an assessment, one considers, among other things, the conse-
quences (in the short and long term) that a certain action is expected to have 
and compares these with the consequences of an alternative action (deter-
mined by, for example, the amount of pleasure, the utility, or the number of 
satisfied preferences). Based on this comparison, the person makes a choice 
based on what seems to be the best action – a consequentialist choice. If the 
choice aims to maximize total benefit or happiness for as many as possible, it 
is based on the ethical theory of utilitarianism. 
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Deontology has a different approach from consequentialism (Philipson, 
2004). Behaving dutifully means that there are certain behaviours that we have 
an obligation to perform or avoid, regardless of whether the consequences of 
the behaviour are good or bad. Examples could be always telling the truth or 
never breaking a promise. Deontology looks at the nature of the action itself 
and often prohibits classes of actions, such as lying and stealing. Therefore, 
deontology differs from a consequentialist perspective, where for example ly-
ing and stealing are not bad in themselves, but must be judged regarding the 
goodness of the consequences. A consequentialist might argue that a white lie 
can sometimes have positive consequences and therefore be ethically permit-
ted. 
 
In contrast to consequentialism and deontology, virtue ethics stresses the agent 
rather than the actions, and emphasizes the importance of developing a good 
character (Hursthouse, 1999). A character is embodied with moral beliefs, phi-
losophies and theories (MacIntyre, 2013; Rachels & Rachels, 2015). As a hu-
man, you build your own character that helps you think ethically or morally, 
but the character is also a result of a social context and culture with its moral 
definitions (Philipson, 2004). 
 
A culture can be a part of an organization or a country, and the characters in 
the culture can recognize its specified culture (Rachels & Rachels, 2015). Sim-
ilarly to each character, the culture is not universal (MacIntyre, 2013). Every 
culture is specified and developed by values, rules, behaviours and history, 
and the characters are the moral representatives of the culture to which they 
belong (MacIntyre, 2013; Rachels & Rachels, 2015). 
 
Good behaviour stems from good character, but such behaviour also contrib-
utes to creating good character (Rachels & Rachels, 2015). Repeated behav-
iour, the practice of virtues guided by reason, strengthens a person’s character 
and plays an important role, along with education and self-learning. 
 
In the virtue ethics tradition, moral education is important, where we learn 
how to be good within a community (MacIntyre 2013; Rachels & Rachels, 
2015). Virtue ethics aims to provide an accurate view of moral experiences, 
as they are experienced by human actors, and can be seen as a part of a per-
son’s life and is less abstract than consequentialism and deontology (Rachels 
& Rachels, 2015). Virtue ethics does not aim to giving advice about how to 
behave in a particular situation (as deontology and consequentialism), but ra-
ther provides a view of how ethics could be understood as a processual, dy-
namic interaction between character and actions.  
 
In the same way that a value-system is crucial for individuals, it is also central 
in organizations (Philipson, 2004; Rachels & Rachels, 2015). In order to be 
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able to collaborate in an organization on goals, and visions, for example, 
Philipson (2004) argued that everyone in the organization must have a com-
mon foundation to stand on. In order to have prerequisites for organizations 
to establish, it is important to have organizational (management ethics) or pro-
fessional (professional ethics) value systems (often materialised as codes of 
conduct), where abstract values are expressed into more substantial and prac-
tical terms. 
 
Management and professional ethics are forms of applied ethics that examine 
ethical principles and moral or ethical problems that arise in an organization 
and/or professional environment (Philipson, 2004). The difference between 
the two types of ethics are that management ethics are rules for a special or-
ganization, while professional ethics concern a professional society. Manage-
ment and professional ethics or codes can be a base (the minimalistic ethics) 
for the right moral choices and behaviours at work. 
 
Minimalistic ethics is one of two ways of tackling management/professional 
ethics, as explained by Philipson (2004). Minimalistic ethics is a way of avoid-
ing doing wrong; in other words, how not to behave incorrectly. It is about 
doing (or not doing) acts because you have to; it is a duty or obligation. In an 
organization, it is necessary to construct a minimalistic ethics to avoid prob-
lems/scandals, liberate creativity and create job satisfaction. 
 
The other form of ethics, presented by Philipson (2004), is maximalistic eth-
ics, which is more an affirmative ethic, where the person becomes a role model 
rather than just doing their duty. These acts cannot be forced by the organiza-
tion, like the minimalistic ones. Maximalistic ethics are a set of ideals/values 
that indicate the right way, like guiding stars. Following this view, the person 
wants to do good actions. Organizations need the maximalistic ethics to create 
a vision/set goal, motivate leaders/co-workers, promote the joy of work and 
increase the organization’s credibility. 

2.3 Culture 
According to Erthal and Marques (2018), culture has, since the 1980s, increas-
ingly been suggested as a key to successful Lean implementations, and has 
been the underlying force that guides managers and co-workers in implement-
ing and sustaining Lean. Taherimashhadi and Ribas (2018) showed that dif-
ferent kinds of culture need to be considered when implementing Lean in an 
organization. National culture needs to be considered because Toyota and 
Lean originates from Japan, and organizational culture needs to be considered 
since Lean implementation is often to be implemented in an organization that 
is neither in based in Japan or in a Toyota plant elsewhere. Finally, according 
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to research in Lean, it is important to understand Lean culture (Amaro et al., 
2020; Taherimashhadi & Ribas, 2018; Pakdil & Leonard, 2017). 
 
Regarding culture, it seems important before embarking on the Lean imple-
mentation to create knowledge and understanding of the culture and values 
that exist in the organization in which the Lean implementation is to be carried 
out (Amaro et al., 2020; Taherimashhadi & Ribas, 2018); also, national and 
organizational culture both need to be considered. Amaro et al. (2020) argued 
that a culture diagnosis (Dyer in Amaro et al., 2020) is the first step when 
changing the culture in an organization. According to Dyer (Amaro et al., 
2020), the first step is that, during a Lean implementation, an organization 
must first identify and solve its own challenges based on the organization’s 
processes and unique factors. Taherimashhadi and Ribas (2018) and Pakdil 
and Leonard (2017) presented similar findings. If organizations analyse and 
diagnose their current organizational and societal culture before starting a 
Lean implementation, Lean practitioners can determine where there is a need 
for cultural transformation. 
 
The organizational culture affects the success of implementing and sustaining 
Lean processes, and some studies consider it the key factor (e.g., Connor & 
Cormican, 2021; Pakdil & Leonard, 2015; Pakdil & Leonard, 2017). The or-
ganizational culture is affected by the national culture according to Erthal and 
Marques (2018). The process of implementing a Lean system into a traditional 
manufacturing environment is extremely challenging and a full cultural shift 
at all levels of the organization is needed (Amaro et al., 2020; Connor & Cor-
mican, 2021). 

2.3.1 The Lean Maturity Framework 
Hines et al. (2020) argued that successful Lean implementation is a question 
of Lean maturity in the organization. The Lean implementation can be suc-
cessful and sustained if the organization can improve through an evolutionary 
journey characterized as having three stages: (1) tool-based change, (2) sys-
tem-based change, and (3) culture-based change. 
 
According to Hines et al. (2020), tool-based change is a traditional tool-based 
approach to waste reduction where the Lean tools are chosen by chance rather 
than structure and experience. This approach is typical of an inexperienced 
organization when it comes to Lean. Despite the highly variable use of tools, 
improvements can be achieved in the organization in this first phase. 
 
In the second phase, system-based change, the organization has matured and 
learned to handle the Lean tools in a better way. The tools are carefully se-
lected in each situation and there are stated strategies for what to do, and the 
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system of CI begins to come into place. Finally, when the organization has 
developed even more and achieved more Lean maturity, the third phase (cul-
ture-based change) can be reached (Hines et al., 2020). In this phase, the Lean 
methods become more sophisticated, which is reflected in systems that de-
velop leadership, behaviours and learning. 
 
According to Hines et al. (2020), it may be easier for the organization to see 
what needs to be developed if it uses the maturity framework and creates an 
understanding that the Lean journey is lifelong. Creating a culture of improve-
ment based on systems such as ensuring customised improvements, empha-
sising value-creating behaviours, and continuously training and developing 
people requires time, structure and commitment. 

2.3.2 Three Levels of Culture 
According to Schein (2017), culture can be analysed at three different levels, 
where the level corresponds to the degree to which the cultural phenomenon 
is visible to both members and observers of the culture. These three levels 
vary from the very concrete, obvious manifestations that can be seen and felt 
to the deeply embedded, unconscious, basic assumptions that are defined as 
the essence of the culture. Some even call it the culture’s DNA (Liker, 2004; 
Schein, 2017). In between these layers are various adopted beliefs, values, 
norms, and rules of behaviour that the members of the culture use to describe 
the culture to themselves or others (Schein, 2017). Schein (2017) described 
the three major levels of culture as: 
 

1. Artefacts 
• Visible and palpable structures and processes 
• Observed behaviour 

- Difficult to decipher 
 

2. Espoused beliefs and values 
• Ideals, goals, values, aspirations 
• Ideologies 
• Rationalizations 

- May or may not be congruent with behaviour and other  
artefacts 
 

3. Basic underlying assumptions 
• Unconscious, taken-for-granted beliefs and values 

- Determine behaviour, perception, thought, and feeling 
(Schein, 2017, p. 18)  
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According to Schein (2017), the first layer – artefacts – is the phenomena that 
can be seen, heard and felt when one meets a new group in an unfamiliar cul-
ture, together with the group’s architecture consisting of the physical environ-
ment, language, technology and products, office layout, public documents, art, 
style (dress code, manners of address, emotional displays), myths and stories, 
published list of values, and observable rituals and ceremonies. Structural el-
ements like charters, formal work descriptions, and organization charts also 
belong to the first level. Even though much is tangible and observable at the 
first level, it is still difficult to decipher. Observers can describe what they see 
and feel, but they cannot, from that alone, reconstruct what those observations 
mean to the given group. 
 
If one participates in the group/culture long enough, the meanings of artefacts 
gradually become clearer and people try to explain why they do things in that 
way (Schein, 2017). However, to reach this level of understanding quicker, it 
is important to ask the group why they do what they do. The answers may get 
into Level 2, espoused beliefs and values. 
 
The second level of culture, espoused beliefs and values, concerns how the 
different individuals’ own thoughts and values are gradually transformed 
(Schein, 2017), first into shared values or beliefs and ultimately into shared 
assumptions. Not all beliefs and values go through such a transformation; only 
those that continue to work reliably to solve the group’s problems will be 
transformed into assumptions. 
 
The strategy, philosophy and organizational goals fall into Level 2. Certain 
beliefs and values are confirmed only by the shared social experience of a 
group and some cannot be shared (Schein, 2017). For example, religion and 
moral system cannot be forced, but if the members share the same religion 
and/or moral system they will reinforce each other and will be taken for 
granted (Level 3). If they not are shared, the group learns to handle the critical 
beliefs and values into non-discussible assumptions. 
 
Espoused beliefs and values often leave large areas of behaviour unexplained 
(Schein, 2017). They leave us with a feeling of just understanding a small part 
of the culture and that there is much more to understand. To achieve a deeper 
understanding and to decipher patterns, we need to understand the third level: 
taken-for-granted underlying assumptions. 
 
When solutions to problems work constantly, they come to be taken for 
granted (Schein, 2017). Schein (2017) defined a basic assumption as an as-
sumption that has been so taken for granted that hardly any variation exists in 
the group or organization. This is a result of repeated success in transforming 
beliefs and values, as previously described. 
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Culture, as a set of basic assumptions, defines what is important, what things 
mean, how to react emotionally to what is going on, and what actions to take 
in different kind of situations (Schein, 2017). In Level 3, a mental map or a 
thought world is created, which gives its members a basic sense of identity 
and defines the values that provide self-esteem. This level often creates good 
results and a meaningful workplace, but there can also be negative effects if 
the basic assumptions are based on values that are not valuable to the members 
of the group or the organization. Schein’s (2017) levels can be summarised by 
saying that the accumulated learning of the group is a pattern or system of 
beliefs, values, and behavioural norms that come to be taken for granted as 
basic assumptions. 

2.3.3 Organizational Culture and Values 
The most successful companies are those that successfully integrate employ-
ees’ values with the values that are given in the company’s tradition, business 
idea, visions and business goals (Philipson, 2011; Sloan, 2017), where the em-
ployees have been actively involved in influencing the culture and how work 
will be shaped in the future. Through an interaction with all employees in the 
company, they can create a basic community based on values. This commu-
nity of values presupposes that employees learn to metaphorically ‘sing in the 
same key’ despite cultural, social and philosophical differences. There needs 
to be a connection or consonance (Philipson, 2011). 
 
When consonance appears, the culture will be strong and creative (Philipson, 
2011). The co-workers’ visions are in harmony with the organizational vi-
sions, which creates good conditions for success. A strong organizational cul-
ture arises when co-workers’ values and organizational values correspond. In 
Figure 9, the creative field in the middle is large and occupies a large part of 
the various categories of values, and is where a strong organizational culture 
can be found. 
  



 

 41

Figure 9: Strong organizational culture with a big creative field in the middle; strong 
value community, consonance (Philipson, 2011, p. 47). 

There are two types of consonance: vertical and horizontal (Philipson, 2011). 
Vertical consonance is the correspondence between leaders and co-workers 
and horizontal consonance is the consonance between co-workers. When the 
differences in values are larger than the similarities (regardless of whether it 
concerns the vertical or horizontal) and co-workers and the values of the or-
ganization are not corresponding there is dissonance, as can be seen in Figure 
10. The creative field in the middle is small, and perhaps even unrecognizable, 
as well as the energy that it creates in the organization. Co-worker’s energy 
and ambitions are focused on processes other than those that manage the or-
ganization’s values to meet goals and visions. 

Figure 10: Weak organizational culture with a small field in the middle; low 
value community, dissonance (Philipson, 2011, p. 46). 

The third concept in this music metaphor is resonance (Philipson, 2011). For 
an organization to be successful, it must create a culture based on values that 
also agree with what is seen as valuable in the environment (society, the 
world). When the organizational values resonate with stakeholders, there is 
resonance. 

Co-worker 
values 

Organizational 
values 

Strong organizational 
culture 

Co-worker 
values 

Organizational 
values 

Weak organizational 
culture 
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2.3.4 Culture at Toyota – Part of the National Culture 
Schein (in Amaro et al., 2020) argued that Toyota had embedded a new man-
agement style, the Japanese style and, according to Amaro et al. (2020), even 
a new culture. The culture influences, for example, the organization, working 
methods, thinking, the way each one is seen in and outside the workplace, the 
processes, education and training. Lean culture, like all other cultures, is spec-
ified and developed by values, rules, acts and history and the people are the 
moral representatives of the culture to which they belong (MacIntyre, 2013). 
 
As mentioned, Lean originates from Toyota, which comes from Japan and 
incorporates its culture and religion (Taherimashhadi & Ribas, 2018). A com-
mon Japanese phenomenon is the so-called house codes for companies, which 
in some cases resemble the Western idea of organizational values. The house 
codes often have religious content, and the practice originates from the codes 
of the samurai household, which imply discipline, rituals to ensure quality and 
to clean up, and that the employee should ideally internalize these codes as a 
path to enlightenment (Wittrock, 2015). 
 
According to Erthal and Marques (2018), recent studies have supported the 
claim that cultural factors play a crucial role within the management field. 
Several researchers (e.g., Erthal & Marques, 2018; Oudhuis & Olsson, 2015; 
Pakdil & Leonard, 2017; Taherimashhadi & Ribas, 2018; Wangwacharakul et 
al., 2014) have demonstrated that there are cultural differences between Japan 
and Western countries that may affect the implementation of Lean (see Figure 
11). 

 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
Figure 11: Differences in the Japanese and Swedish mindsets (Oudhuis & Olsson, 
2015, p. 278). 

Japan 
Uncertainly Avoidance 

Perfection, obedience and 
Respect for authorities 

Obedience 

Standardization Learn by heart 

Respect for authorities 

Control – How?  

Fear of losing face 

Long-term view Focus on details 

Improvements 

Sweden 

Participation, Self-government 
and Equality 

Do it your own way 

Creativity Questioning 

Participation Trust 

Balance human – technology  

Self-control 
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Because many quality movements and Lean practices were developed in the 
cultural milieu of Japan, which is different from even other East Asian coun-
tries, these practices may not be effective in countries outside Japan because 
of different cultural values (Pakdil & Leonard, 2017). Nakane (in Erthal & 
Marques, 2018) argued that Japanese history and cultural factors are the basis 
of Japanese way of managing organizations and, therefore, that Japanese man-
agement could not be transferable to other environments. 
 
The Japanese religion is a part of the Japanese culture (Taherimashhadi & 
Ribas, 2018). The religious and philosophical foundations of Japan consist of 
Shintoism, Buddhism and Confucianism (Chiarini et al., 2018; Rarick, 1994). 
These beliefs have greatly influenced society (Chiarini et al., 2018) and busi-
ness practices (Rarick, 1994) in Japan. 
 
The original religion of Japan is Shintoism, which means way of the Gods 
(Rarick, 1994). According to Shinto beliefs, the world began with a divine 
couple, a male and a female, who created Japan. The male in the story had the 
dominant position and was both the aggressor and the creative initiator in cre-
ating the beauty of the islands. This story has formed the relative position of 
men to woman, and a belief among the Japanese that their islands and people 
possess a very special quality. Shintoism can be said to be a worship of ances-
tors, spirits of nature and the family, with the latter being about, among other 
things, hope for the long-term survival of the family (Wittrock, 2015). Central 
to this is the concept of kami (God, spirit), which is seen as a blessed force in 
both living and inanimate things (Rarick, 1994). 
 
According to Chiarini et al. (2018) and Rarick (1994), Buddhism in Japan is 
Zen Buddhism. The term Zen refers to the mediation process (Chiarini et al., 
2018). Japanese Zen Buddhism is based on hard self-control, zazen meditation 
(sitting meditation), the personal reflection of daily life, especially concerning 
the benefit for others, and the context in which people live. The figure of Bud-
dha as a hard worker represents the central figure of the Japanese Zen tradi-
tion, as well as the Buddha’s truth of seeing the reality and seeking the mindful 
discipline to improve oneself over time. 
 
Unlike Shintoism and Buddhism, which are considered to be religions, the 
influence of Confucianism has been less spiritual and more philosophical 
(Rarick, 1994). The proper development of the individual is a central concern 
in Confucianism (Meirovich & Romar, 2004). For Confucius, individuals ex-
ist in social settings where they (or a society) must act properly to be success-
ful and in harmony. In Confucianism, virtues are intertwined in the ideal of 
the wise and exemplary person, and there are virtues that are used to create 
the best character; this is why some ethicists see similarities between Confu-
cianism and Western virtue ethics (Tan, 2005). 
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As a foundation of a moral organization, Confucians must begin with individ-
ual growth and development by learning, knowledge and self-improvement 
(Rarick, 1994). The core concept of Confucianism is known as the five rela-
tionships, which are guidelines that dictate appropriate social interaction. 
These five relationships are listed below, including a modern description in an 
organizational context. 
 

• Loyalty between king and subject (loyalty to one’s business organiza-
tion and superior) 

• Closeness between father and son (adapted to manager-subordinate 
dyads) 

• Distinction in duty between husband and wife (establishes appropriate 
roles for men and women) 

• Obedience to orders from elders (establishes respect for age and sen-
iority) 

• Mutual trust between friends (emphasizes the importance of social 
harmony in groups) 

 
These five relationships form the basis for social interaction in Japanese soci-
ety, and are particularly responsible for the collective orientation that infuses 
that society (Rarick, 1994). 

2.4 Leadership for Lean and Developmental  
Leadership 

Significant empirical evidence from at least the past 30 years shows that lead-
ership matters (Chiarini & Brunetti, 2019; Kahm & Ingelsson, 2019; Yukl, 
2010) and there is wide consensus that leadership is important – or even es-
sential – to achieve organizational success (Dahlgaard et al., 2011; Grigg et 
al., 2020; Ingelsson et al., 2020). 
 
It is difficult, if not impossible, to find a single definition of leadership. Ac-
cording to Bass (1990), there are as many definitions of leadership as there are 
people who have tried to define it. However, most definitions of leadership 
seem to involve an intentional process to influence other people to guide, 
structure and facilitate activities and relationships in a group and/or an organ-
ization (Yukl, 2010). 
 
Thompson (2008) maintained that a distinction is often made between leader-
ship and management. Management is about function, planning, budgeting, 
evaluating and facilitating, while leadership is about relationships, selecting 
talent, motivating, coaching and building trust. From these perspectives, man-
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agement could be seen to belong to an organizational perspective and leader-
ship could be seen as grounded in a human perspective and more related to 
behaviour and psychology. 

 
Liker and Hoseus (2008) also highlighted the differences between leaders and 
managers. Leaders have followers, and people follow the leader because they 
want to; managers have tasks to get done, deadlines, budget, and rules and 
they need to get the tasks done in the right way, on time, etc. Nevertheless, 
employees do not necessarily want to follow their manager. Traditional top-
down management is a push system in which workers are pushed to follow 
the orders of the managers. The opposite of this form of leadership can be seen 
as a pull system, where the followers seek the leader’s direction, and believe 
in the leader. 
 
In Lean leadership literature, management is not separated from leadership. 
For example, Emiliani (2008) claimed that “Beliefs, behaviors, and compe-
tencies that demonstrate respect for people, motivate people, improve business 
conditions, minimize or eliminate organizational politics, ensure effective uti-
lization of resources, and eliminate confusion and rework” (p. 33). The defi-
nition also includes critical aspects of leadership that other definitions have 
not included. 
 
However, many researchers (e.g., Connor & Cormican, 2021; Ingelsson, et al., 
2020; Mann, 2009; van Assen, 2018) have stated that developing Lean in an 
organization requires a mindset shift among leaders to build organizational 
cultures based on shared value for people and continuous improvement. The 
challenge is not to initiate a Lean methodology within organizations, but to 
keep it going over time (Grigg et al., 2020). 
 
Researchers (e.g., Emiliani, 1998, 2008, 2014; Halling & Renström, 2014; 
Liker & Convis, 2012) have also stated the need for a different kind of lead-
ership in organizations using Lean because of the specific needs of a Lean 
organization. With that in mind, the next sub-chapter describes Lean leader-
ship. 

2.4.1 Lean Leadership 
While transforming an organization into a Lean workplace, the leadership 
plays a key role for the sustainable and integrated implementation of Lean 
(Grigg et al., 2020; Ingelsson et al., 2020). Several studies have stated that 
leadership is one of the most important success factors in Lean implementa-
tion (e.g., Connor & Cormican, 2021; Grigg et al., 2020; Ingelsson et al., 
2020), while some, such as Dombrowski and Mielke (2013), have even argued 
that it is the most powerful factor. Albliwi et al. (2014) found that a lack of 
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top management attitude, commitment and involvement were the most critical 
failure factors in Lean implementations. 
 
Lean leadership has not yet been clearly defined, and existing definitions point 
to divergent aspects. For instance, Mann (2009) defined a Lean leader as 
someone with a passion for Lean, together with disciplined adherence to pro-
cess, project management orientation, ownership and effective relations with 
support groups. 

2.4.2 Leading the Toyota Way – a Life-Long Journey 
In the financial crisis era that followed World War II, many people in Japan 
lost their jobs (Ohno, 1988). To compensate for these losses and to save 
money, Toyoda Kiichiro resigned from the Toyota Motor Company. 
Kiichiro’s resignation from the company is an act that is still talked about in 
the organization. Toyota’s philosophy is to override personnel needs in favour 
of what is best for the company in the long term, and to take responsibility for 
problems (Liker, 2004); this concept is also fundamental for the Toyota lead-
ership (Liker & Convis, 2012). 
 
The way Toyota leads and manages its employees is at the heart of the com-
pany’s success, and employees and management played a critical role in cre-
ating an effective work culture with an environment of trust and respect 
(Yadav et al., 2017). Akio Toyoda, president of Toyota Motor Cooperation, 
stated, “We believe that the biggest gap in capabilities in the lean movement, 
and the root cause of the failure of many lean programs, is in leadership” 
(Liker & Convis, 2012, p. xiii). 
 
Liker and Convis (2012) described leadership as the root cause of Lean im-
plementations and/or continued transformation to a Lean organization. Lean 
leadership shapes the culture of the organization and also the people in it. 
Leadership in Toyota is about creating the basis for the work of the employees, 
facilitating their development and focusing the team on True North.3 The rec-
ipe for success is a deep, time-consuming, and expensive investment in devel-
oping everyone in the organization, and truly believing that the employees are 
the most precious resource. The role of the leader in this context is to be open 
to cultivate his/her own leadership skills, develop subordinates so they can 
grow and improve, and remove obstacles and set challenges and goals so that 

                               
3 True North is a key concept in Lean process improvement. It is an idiom that emerged from 
Toyota connotes the compass needle for Lean transformation. True North works as a compass, 
providing a guide to take an organization from the current condition to where they want to be 
(Liker & Convis, 2012). 



 

 47

the teams can contribute to the organization’s CI and attainment of its long-
term goals. 
 
The term long is also included when Toyota decides to develop a leader (Liker 
& Convis, 2012). Toyota is making a decades-long commitment to develop-
ment, rather than putting potential leaders through a six-week training course. 
Leaders at Toyota must develop themselves to a certain level before they can 
take responsibility for developing others in the Toyota Way and leading the 
organization to achieve challenging goals, as described by Ohno (1988). 
 
According to Likert and Convis (2012) and Ohno (1988), there are differences 
between traditional Western organizational leadership and Toyota leadership. 
One of the most important is the picture of the leader’s personality. In the 
West, a leader is often portrayed as a charismatic, heroic, solo-visionary 
speechmaker and super-boss who stands against the tide and makes people 
follow. At Toyota, a leader is perceived more as a humble person who can see 
possibilities in improvement in self and other. Ohno (1988) described the lead-
ership at Toyota as “management by ninjutsu (the art of invisibility) a reflec-
tion of its Japanese character and culture” (p. 70). 
 
The Toyota leadership has similarities with the teachings of Confucius, such as: 

 
• A lifelong pursuit of self-development so one can serve society 
• Striving for perfection, recognizing that humans are never perfect 
• Openness to self-development and continuous learning 
• Practice rooted in deep understanding of reality 
• A self-critical attitude with reflections every day on one’s weakness 

and how one can improve 
• A deep respect for more senior people who have invested in develop-

ing themselves and have something to teach 
• The concept of ‘responsibility’, including responsibility for develop-

ing others as you develop yourself  
(Liker & Convis, 2012, p. 49) 

At Toyota, the leaders actively seek to improve themselves and their skills 
(Liker & Convis, 2012). Other people in the organization support the leader 
to both find and reflect on acts to deal with. It is also important to develop 
others. It is often said that the best way to learn is to teach. Toyota takes this 
view to heart and expects leaders to coach and develop their staff. At Toyota, 
the best measure of a leader’s success is what is accomplished by the people 
that he/she trained. 
 
Toyota has built a strong culture among leadership and, according to Schein 
(2017), cultural maintenance is the core of leadership; how leaders behave 
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influences the attitudes and behaviours of the rest of the employees. Therefore, 
the next sub-chapter will be about Lean leadership behaviours. 

2.4.3 Lean Leadership Behaviours 
While Lean became increasingly familiar in the West, and the cultural prob-
lems occurred, researchers started to find out what was missing. Emiliani 
(1998) studied the leadership in Lean, finding that conventional management 
practices do not recognize the existence of waste (Emiliani, 2008, 2014). He 
also pinpointed the important understanding of real Lean (Emiliani, 2010), 
which is the basis for a Lean implementation to succeed at all. 
 
According to Emiliani (1998), there are two different types of waste – process 
waste and behavioural waste – and both are equally important. Emiliani found 
that there were methods and systems to make the process waste visible, but 
that it was lacking on the behavioural side. Therefore, he took Womack and 
Jones’s (2003) product value stream concept (specify value, identify the value 
stream, flow, pull, and perfection) to improve production processes, in organ-
izations into a behavioural context, and called the concept Lean leadership 
behaviours (LLB). The LLB concept is developed to support the RFP princi-
ple and facilitate the development towards a Lean culture. LLB includes the 
following: 
 

• Specify value means understanding the wants and expectations of the 
people we work with in terms of what the leader should be and what 
the people want to hear, see, say or do. Others judge these behaviours 
to be acceptable in certain environments. 

• Identify the value stream means understanding what people do and 
why they do it. Look for behaviours that add value and try to support 
them and try to avoid wrong behaviours that are wasteful. Waste ap-
pears in the value stream when people do not talk to each other, for 
example. 

• Flow is about behaving in a manner that minimizes delays in work 
performance. Any inconsistent behaviour will create queues that will 
threaten responsiveness to changing conditions. The leader’s inability 
to walk the talk is the most obvious form of waste in this concept. 

• Pull means recognizing that people operate under many different 
mental models, which requires the leader to adjust the leadership style 
often to meet the expectations from workers and stakeholders. 

• Perfection means taking advantages of the transparency brought about 
by the four first concepts (steps) in order to easily identify and elimi-
nate values that do not create value. In a transparent organization, the 
leader (and co-workers as well) delivers more immediate feedbacks, 
for example (Emiliani, 1998). 
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Together with the behavioural concept of improving interpersonal processes, 
there are behaviours that are analogous to Lean principles in common, and are 
defined “simply as behaviors that add or create value” (Emiliani, 1998, p. 
619). Emiliani (2008) argued that successful Lean leaders know that they need 
to be consistent, and be role models. If the leader tells the employees to elim-
inate process waste, then the leader must behave in the same way. The leader 
cannot behave wastefully, and if he or she does, it sends a contradictory, de-
motivating message that workers can identify. Emiliani categorized behav-
iours into three different parts: waste, behaviours that add no value but cannot 
be avoided, and behaviours that add value. 
 
LLB are the behaviours that add or create value, such as trust, generosity, 
patience, objectivity, discipline, and reflection behaviours (Emiliani, 1998). 
The opposite of LLB behaviours are waste behaviours (are also called fat be-
haviours), which are behaviours that inhibit work flow like ego, inaction, 
blame, revenge, demeaning, and elitism. Fat behaviours can also be recog-
nizable as lots of talk but no action, waste of creativity, underutilizing workers 
talents or waste of people (Emiliani, 2008). Behaviours that add no value but 
cannot be avoided are in between the two opposites (Emiliani, 1998) and can 
be recognizable as behaviours like biases, negativity, and gossip. Those be-
haviours exist because people are not perfect (Emiliani, 2008). 
 
Behavioural waste is a real phenomenon that will cause harm if efforts are not 
taken to identify and eliminate (Emiliani, 1998). An organization that fails to 
eliminate fat behaviours risk blocking “the flow of information, undermines 
teamwork, causes delay and re-work, focus people’s attention on problem 
avoidance and obfuscation, lowers job satisfaction, and makes it much more 
difficult to satisfy customers” (Emiliani, 2008, p. 40). If the leader recognizes 
behaviours in his/her leadership, there are ways to overcome these behaviours. 
Thus, the connection between LLB and processes is hard to recognize due to 
the lengthy and unrelenting focus on fake Lean (Emiliani, 2010). LLB have a 
strong focus of behaviours, as does developmental leadership (DL), which is 
the next described model. 

2.4.4 Developmental Leadership (DL) 
Developmental leadership (DL) is characterized by the leader acting as a role 
model and raising questions of morals and ethics whilst observing core values 
(Fors Brandebo et al., 2018). DL is a mental approach (a state of mind) and is 
consequently related to behaviours. The model presented in Paper I 
(Ljungblom, 2012) differs from that presented in this sub-chapter, because the 
model has been developed over several years (Fors Brandebo et al., 2018). 
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There are two main differences between the model from 2012 and the model 
in this thesis. Firstly the word authentic has been added to exemplary acting, 
one of the three characteristic behaviours in DL. In the new model, the char-
acteristic behaviour is: exemplary acting, authentic. Secondly the Destructive 
leadership has been added to the model, and both new components are in italic 
in the model (see Figure 12). 
 
The DL model places different leading styles in a coordinate system within 
two axes – organizational results and individual development – and describes 
a relation between different leader behaviours where the leaders differs 
through shown frequencies of behaviours over time. All leaders use different 
styles, to greater or lesser extents, and the situation matters according to Fors 
Brandebo et al. (2018). 
 
DL is characterized by an ability to achieve balanced control, make demands 
through agreements, reward, and act as role models. The ideal leader has a 
good set of values, acts with authenticity, is caring, provides support, inspires, 
and invites participation. These characteristic behaviours form the DL com-
ponents exemplary acting and authentic, individual consideration, and inspi-
ration and motivation (see Figure 12), and they are operationalized into sub-
components (Larsson et al., 2017). 

 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 

 
Figure 12: The new model of developmental leadership (Fors Brandebo et al. 
2018; Larsson et al., 2017).
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Exemplary acting and authentic has three sub-components (Larsson et al., 
2017). The first is value base, which includes behaviours where the leader 
shows humanistic values, demanding loyal, moral and ethical behaviour by 
co-workers. The second sub-component is good example, which means acting 
like you talk and to having courage to lead the group, even in difficult situa-
tions. The last third sub-component is responsibility, which means being re-
sponsible for solving the organization’s tasks, for co-workers’ health and well-
being, and ensuring that values are adhered to. The third sub-component also 
means that the leader assumes full responsibility when mistakes are made and 
shares the responsibility for successes. Leaders who act exemplarily and au-
thentically gain the respect and approval of their co-workers. Furthermore, the 
acts of the leader are characterized by trust and create trust in the co-workers. 
 
The second component, individual consideration, contains two sub-compo-
nents (Larsson et al., 2017). The first is support, which includes emotional and 
practical support (with more weight on the emotional part), and the leader is 
expected to show interest in both private and work aspects of the employees’ 
lives. The second sub-component is to confront. It is necessary for the leader 
to be able to confront co-workers who have underachieved, and handle and 
communicate so the result is educational rather than counter-productive. 
 
The third component in the characteristic behaviours of DL is inspiration and 
motivation, which also has two sub-components: promote participation and 
promote creativity (Larsson et al., 2017). The former concerns pro-active en-
gagement and forming an attractive future status giving responsibility to co-
workers. The latter refers to encouraging co-workers to generate new ideas, 
promoting different ways to process problems and challenging the processes 
and behaviours that are in current use. 
 
Additional to these three characteristic behaviours of DL is the component 
conventional leadership, which has two sub-components (Larsson et al., 
2017). The first sub-component contains leader behaviours that recognize de-
mands and rewards and can be summarized as I am kind to you, if you are kind 
to me. The second sub-component is focused on leader behaviours that are 
controlling and is based on the leader’s behaviour to study and monitor the 
way co-workers approach work, and correct deviations from the plan follow-
ing the motto – The rules must be followed to make sure that there will be no 
mistakes. 
 
DL and conventional leadership can be seen as complements to each other 
rather than opposites (Larsson et al., 2017). Both focus on goal achievement, 
but there is an important difference between them: motivation. A conventional 
leader uses more of the If, but only if, reward, and often refers to duties, laws 
and policies rather than to collective values, goals and interests. Conventional 
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behaviours often result in co-workers performing their tasks but lacking mo-
tivation to do more. The goal and the goal achievement are exclusive for the 
leader. However, the developmental leader can motivate his/hers co-workers 
to reach the goal together and the competence to do this comes from the co-
worker him/herself. 
 
Research in behavioural science shows that bad is stronger than good, which 
means that bad things can have larger and more lasting effects than positive 
things (Fors Brandebo et al., 2018; Larsson et al., 2017). One explanation for 
this phenomenon is that humans are programmed to respond to bad things, and 
that is how mankind has survived over time. Some even say that the psycho-
logical experience of something positive must be five times stronger in order 
to outweigh the negative. In other words, a person needs to do five times as 
many good things than bad, so that the bad will not prevail. 
 
The idea that bad is stronger also applies in leadership, as it shows that de-
structive leader behaviours do more harm than successful leader behaviours 
do (Fors Brandebo et al., 2018; Larsson et al., 2017). Bad leadership behav-
iours have stronger and more lasting effects. A destructive leader is often de-
scribed as a psychopath, an abuser of power, someone with a need for control, 
a moody and unbalanced person, someone who constantly criticizes or some-
one who favours certain employees. 
 
However, it is not that simple. The destructive leader may be the one we least 
believe, the popular and decent one who wants everyone’s wellbeing (Fors 
Brandebo et al., 2018; Larsson et al., 2017). Destructive behaviours can partly 
be the result of active action, as previously described, but also of failure to act, 
which is a passive behaviour. It is the result of the leader’s behaviour that 
matters, not the initial intention. 
 
Leaders who are destructive can be arrogant and unfair, punish, impose un-
reasonable demands, and take on the honour of the work of the employees 
(Fors Brandebo et al., 2018; Larsson et al., 2017). However, they can be un-
certain, unclear or passive, which proves that the leader does not deal with 
conflicts, stays away and is absent. Such a destructive passive leader does not 
grasp things and becomes both uncertain and unclear in his/her leadership. 
These leaders can also be poor at planning, structuring and giving clear in-
structions.  
 
Research shows that the passive destructive behaviours do the most harm in 
an organization (Fors Brandebo et al., 2018; Larsson et al., 2017). Therefore, 
we must remember that destructive leadership is not about making mistakes 
now and then. Even a good leader makes mistakes, but not the same mistakes 
repeatedly. It is precisely the repetition of destructive behaviours over time 
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that characterises destructive leadership, just as with the good behaviours 
characterise developmental leadership. 
 
Destructive leadership can have a negative impact on elements such as job 
satisfaction, motivation and confidence, and can create problems such as stress 
and emotional fatigue (Fors Brandebo et al., 2018; Larsson et al., 2017). The 
nearest manager’s behaviour affects the relationship with the employee; in ad-
dition, employees of a destructive leader also tend to have a negative attitude 
towards the organization as a whole. Therefore, a destructive leader can have 
serious consequences for the entire business. 

2.4.5 Leadership and Values 
To achieve consonance (see Sub-chapter 2.3.3), it is necessary to have a leader 
who wants to be able to influence how employees acts and behave in the work-
place (Philipson, 2011). Leaders usually want their employees to choose what 
is perceived as valuable. Employees’ values, and subsequently their actions, 
must be motivated by what is good and desirable. 
 
Ideally, leaders might want to push a button and change the way employees 
behave (Philipson, 2011), but the leader cannot do that. Instead, leaders can 
reward actions that are desirable and criticize the others. A leader, or anyone 
else for that matter, cannot really change people, unless the leader forces them 
to. However, forcing is not seen as a desirable change. A person changes as 
she consciously changes his/her values and thereby acts in a different way. A 
leader can help influence such a change, through such means as motivation 
and inspiration (Larsson et al., 2017). Nevertheless, the individual is respon-
sible for the change and will not change if he/she does not earn anything 
him/herself. 
 
Most value-based leadership is about helping employees gain greater clarity 
regarding what values they have and how they want to choose in different 
situations (Philipson, 2011). Value-based leadership is about presenting the 
values that govern the organization. In order for the leadership based on values 
to function, employees must be able to identify with the company’s value base, 
which requires a high level of awareness among the employees. 
 
When consensus on values occurs, the leader has achieved consonance 
(Philipson, 2011). In other words, value-based leadership is about learning and 
later helping employees stay on the right course. For the control to be effec-
tive, the basic values, goals and rules of action must conform. Well-function-
ing value-based leadership can be demonstrated when employees see a deeper 
meaning in the work than simply generating profits for the owners or salaries 
for the staff, and employees take pride in what they do and where they work. 
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2.4.6 Theoretical Framework 
This concluding section of Chapter 2 summarizes the theoretical framework. 
I will again use the developed SLIM model that I presented in Figure 5. 
 

 
 
 
 
 
 
 
 
 
 

 

Figure 13: An overview of the theoretical framework.  
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This section also describes Japanese religions and philosophies such as Shin-
toism, Buddhism and Confucianism. 
 
The theory chapter concludes with leadership in Sub-chapter 2.4. Here, Lean 
leadership and how Toyota views leadership are described and then two lead-
ership models are presented: Lean leadership behaviours (Emiliani, 1998) and 
Developmental leadership (Fors Brandebo et al., 2018). 
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3 Methodology  

This chapter describes the framework for the research: approaches, methods 
for data collection and analyses in general, as well as the ones used in this 
thesis, and the appended papers. Choices of literature and ethical considera-
tion is also described. 

3.1 Pre – understanding 
I will start this chapter by briefly presenting a story about how I became inter-
ested in the subject of this thesis. People and their behaviours have always 
fascinated me, and I became interested in leadership at a young age. I have 
worked as a teacher in leadership and group dynamics since 2002, and before 
that I worked as an officer for 15 years, including responsibility for leadership 
training at a Swedish regiment. 
 
My path, both in terms of development and knowledge, has been about seizing 
opportunities, and solving the problems when they arise, which has also col-
oured my way of learning, teaching and problem solving. My way of learning 
is inspired by learning by doing to understand myself, the situation, and the 
people around me. Learning by doing is one of the cornerstones of pragmatism 
(Imsen, 1999), and the foundational position in pragmatism is that we learn 
best when we confront a problem or a situation and actively need to think 
about ourselves and to always consider the value of knowledge – what is in it 
for me. Knowledge of reality is indirect in pragmatism, because it stems from 
human interaction with reality. Adopting this pragmatic approach to 
knowledge, my research journey began in 2008 when a colleague persuaded 
me to study my own teaching, write a paper about the effectiveness of leader-
ship education in a distance learning setting, and submit the paper to a quality 
conference. 
 
At the conference, I was struck by the lack of presentations about leadership, 
given that leadership is said to be crucial to achieve quality. Accordingly, my 
next research paper was a literature study of books commonly used in univer-
sity courses in quality management, which showed that only two to five per 
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cent of the pages in the literature concerned leadership. This made me even 
more interested in understanding these human aspects in quality management. 
 
In 2011 I took a PhD course in Lean where I encountered Lean leadership for 
the first time. I was taught that the Lean leadership was new and special. As a 
military officer, I had worked with and used developmental leadership for sev-
eral years, and I recognized many similarities with Lean leadership. Again I 
was hooked, so I shifted my focus, wrote a paper, presented it at a quality 
conference and had it published (Paper I and Sub-chapter 3.5.1). While stud-
ying Lean leadership, I read about respect for people (RFP), the key Lean 
principle and found a new area of interest. 
 
In 2012, another colleague gave me an article that was highly critical of the 
use of quality management systems in health care. This article led me to take 
an interest in ethics combined with Lean, and resulted in a new published pa-
per (see Paper II and Sub-chapter 3.5.2). Around the same time, I decided to 
become a PhD student. My supervisor was also interested in ethics and we 
wrote a paper together that focused on the meaning of ethics in a project man-
agement context (see Paper III and Sub-chapter 3.5.3). 
 
Still, I was enchanted by RFP, and had an opportunity to follow a Lean imple-
mentation in a supermarket, which resulted in Paper V (see Paper V and Sub-
chapter 3.5.5), but before that I tried to find a deeper explanation of the prin-
ciple RFP (see Paper IV and Sub-chapter 3.5.4). 

3.2 Research Framework 
The research approach should be decided according to the problem and the 
purpose of the research, and the research can be classified as descriptive, ex-
planatory, and exploratory (Yin, 1994). These three classifications can also 
complement each other. A descriptive study aims to describe a phenomena in 
its real context. An explanatory study aims to explain why or how some phe-
nomena occur or not. An exploratory study is useful when a researcher wishes 
to clarify the understanding of a problem and seeks answers to questions like 
how, why, who, what, and where. 
 
The purpose of this thesis was twofold. The first part was to develop alterna-
tive understandings of RFP and relationships to ethics, leadership, and culture 
in Lean implementations. The second part was to suggest a normative frame-
work that helps leaders achieve real Lean. The first part of the purpose, to 
develop alternative understandings, can be achieved by exploring, analysing 
and describing the phenomena, so an exploratory and descriptive study was 
chosen. 
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I felt that I needed a framework as help and support when describing my re-
search journey. I chose Creswell and Creswell’s (2018) framework (see Figure 
14). 

 
 

 
 

 

 

 

 
 

 

 

 
 
 
 
 
 
 

 
Figure 14: A framework for research: the interconnection of worldviews, design and 
research methods (developed from Creswell & Creswell, 2018, p. 5). 

Using the research framework by Creswell and Creswell (2018), I will start 
by presenting the first step: research approach (qualitative, quantitative or 
mixed). I will then introduce my second step: the philosophical worldview 
(postpositivist, constructivist, transformative or pragmatic), the third step: re-
search design (for example, case study or ethnographies), and, finally, the 
fourth step: research methods (data collection, data analyses, validation, etc.). 

3.2.1 Research Approach and Philosophical Worldview 
Using the framework in Figure 14, I will start presenting the research approach 
of the thesis. According to Denscombe (2016), research approaches are, in 
themselves, not good or bad, right or wrong. They are plans and the procedures 
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for what the research will include (Creswell & Creswell, 2018). A research 
approach can only be judged in relation to the purpose for which it is used. 
Instead, it is better to think rather of usefulness and suitability in the choice. 

 
The research approach chosen depends on how the researcher relates to reality 
and the view of knowledge development. According to Creswell and Creswell 
(2018), different research approaches are common in epistemological discus-
sions, namely – quantitative, qualitative, and mixed methods. The quantitative 
and qualitative approaches should not be seen as rigid and polar opposites. 
Instead, they represent different ends of continuum. Nevertheless, there are 
some differences that can be notable. 

 
Table 4:  
Some of the differences between a quantitative and qualitative approach. 

Quantitative Qualitative 
Stable and objective reality; regulated 
by laws 

Dynamic and man-made reality 

The general The unique and distinctive 
Objective reality that can be studied 
with objective methods and measures 

Reality is constructed by humans and 
must be studied by examining how  
humans perceive reality 

Neutral researchers who describe  
reality 

Researchers who interpret reality 

Knowledge is cumulative Knowledge is local and unique 
Deductive Inductive 
Individual Holistic 
Distance Closeness 
Numbers, closed-ended questions and 
responses 

Words, open-ended questions and re-
sponses  

Note: There can also be a mixed method that combines quantitative and qualitative 
methods (Creswell & Creswell, 2018; Jacobsen, 2017). 

 
Given the content of this thesis and my attitude to approaching and under-
standing knowledge, I adopted a qualitative approach. 
 
The next step in the framework is philosophical worldview. Considering my 
learning by doing approach and my research journey so far (with a journey 
starting in an area of interest that was investigated and that stimulated interest 
in another area that was investigated), a pragmatic worldview seems to corre-
spond to my worldview. 
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The pragmatic worldview arises from actions, situations, and consequences 
according to Creswell and Creswell (2018). Instead of focusing on methods, I 
have emphasized the research problem/question and used all approaches, 
methods, techniques and procedures for research that best meet the needs and 
purposes available to understand the problem. 
 
A pragmatic researcher maintains that truth is what works at the time, and 
looks to what and how to research based on the intended consequences (Cre-
swell & Creswell, 2018). In my opinion, the latter is the way I have tackled 
various problems in my research, such as the development of the concept of 
RFP in various papers. 
 
However, I will say that the pragmatic worldview can also be recognizable in 
the way the problems and questions are approached in this thesis. Figure 15 
shows the deductive, inductive and abductive methods. Induction has its start-
ing point in the empirical work and is about building theory (Jacobsen, 2017). 
Deduction is about testing a theory. Induction means that the researcher draws 
general conclusions based on empirical facts and provides theoretical expla-
nations based on empirical findings. On the contrary, deduction takes its start 
in a general rule and then claims that this explains a certain phenomenon of 
interest. There is also a mix of them, referred to as abduction. 
 
Abduction is a pragmatic approach based on the idea that everything scientif-
ically starts with observations, and this is also the starting point in the method 
(Jacobsen, 2017). A phenomenon emerges, which gives rise to a question. The 
question is considered as a problem that generates a number of assumptions 
(hypotheses), which are confronted with the empirical material to determine 
whether they are true. This is a continuous problem-solving process. In this 
thesis, the abductive method has been used in accordance with the pragmatic 
path, and the attached documents have been part of it (see Sub-chapter 3.5). 
 
 
 
 

 
 
 
 
 
 

 
Figure 15: Differences in direction of the process among deduction, induction and 
abduction (Jacobsen, 2017. p. 27). 
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So far, I have described Steps 1 and 2 in Creswell and Creswell’s (2018) 
framework. In this thesis, I have used a qualitative approach (1) with a prag-
matic worldview (2) since my purpose was to understand (explore and de-
scribe) a phenomenon in reality. 

3.2.2 Research Design 
The research design represents various procedures in a research study in col-
lecting and analysing empirical data (Creswell & Creswell, 2018). Given the 
qualitative nature of the purpose of this thesis, five different kinds of designs 
could be used, according to Yin (1994): experiment, survey, archival analysis, 
history, and case study. The five designs have distinctive characteristics, but 
can be used for collecting data depending on the purpose.  
 
If you use an exploratory research approach, as I have done in this thesis, a 
case study is often suitable when investigating a particular and clearly defined 
phenomenon (Yin, 1994). Furthermore, this thesis is focused on recognizable 
facts, descriptions that hopefully facilitate the reader’s understanding, which 
is also important in a case study according to Yin (1994). The case study, as a 
strategy, is used to contribute to and increase to knowledge of the phenome-
non, which can be individual, group, or an organization. It can also be a social 
phenomenon within the categories. However, the question is, what is the phe-
nomenon in this thesis? The phenomenon (case) investigated in this thesis is 
the key principle RFP with its invisible elements. 

3.3 Research Methods – Data Collection and Strategies 
for Analysis 

Once the design has been chosen (in this thesis, a case study), the next steps 
are to find data to work with and then analyse the data. In this chapter, I present 
data collection method, followed by strategies for analysis. 

3.3.1 Data Collection 
This thesis is designed as a case study, and many sources of information can 
be used. Yin (1994) discussed six sources: documentation, archival records, 
interviews, direct observations, participant observations, and physical arte-
facts. According to Jacobsen (2017), questionnaires also can be used in qual-
itative studies. 
 
Instead of the term documentation that Yin (1994) used, Creswell and Cre-
swell (2018) preferred the term literature studies. Literature studies contain 
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the methods of collection described in documentation, but also literature as 
books. I have used the term literature study in the present study because I 
think it fits better into the thesis. 
 
The sources used for information in this thesis have been literature studies, 
interviews, participatory observations, and questionnaires. Sub-chapter 3.5 
explains how the sources have then been used in each paper. 

3.3.1.1 Literature Study 
Literature studies may include several categories of literature, such as docu-
mentations, archival records, audio-visual material, and books (Creswell & 
Creswell, 2018). Documentary information can be e-mail correspondence, 
minutes of meetings, administrative documents, formal studies, articles from 
newspapers, etc. (Yin, 1994). 
 
Toyota’s website and practitioner-oriented literature were used in the research 
for this thesis. Sub-chapter 3.5 shows how the different sources are used in 
each paper. 

The choice of literature 
The choice of literature is important in a survey and, perhaps above all, why 
the specific literature has been chosen. 
 
Because much of this thesis is about Toyota and Lean, original sources from 
Toyota were important. These included books and videos by former execu-
tives in the organization (such as Ohno and Hayashi), together with people 
who have influenced, worked at or studied the organization (such as Liker and 
Rother). The Toyota website was also studied and research articles in the field 
were analysed. 
 
In the thesis, theory and literature outside the Lean literature were also used 
to shed light on RFP and the aspects of the invisible elements in Lean. Re-
garding ethics, for example, books and research papers by several ethicists 
have been used. The most used author is Sten Philipson, a Swedish business 
ethicist, because of his concepts maximalistic and minimalistic ethics. Philip-
son has a unique approach to these concepts, which was considered useful in 
this thesis. 
 
When culture is discussed Schein and Philipson were used together with other 
sources. The former is well known researcher in the field of culture, and the 
latter is new in this context and chosen because of his cultural metaphor of 
organizational consonance. 
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When leadership is discussed, there are several sources from research papers 
together with Liker and Convis, Emiliani, Fors Brandebo et al., and Larsson 
et al. Liker and Convis, and Emiliani were used while discussing Lean lead-
ership in different forms. Liker and Convis were selected because of Liker’s 
insights into Toyota’s leadership, and Emiliani was chosen for his develop-
ment of Lean leadership over many years. The last two (Brandebo et al., and 
Larsson et al.) were chosen for their Swedish leadership model, developmen-
tal leadership, which is researched and used in the Swedish defence forces. 
The leadership model is also used by managers outside the Swedish military. 

3.3.1.2 Interview 
The interview is probably one of the most frequently used methods to collect 
qualitative data (Jacobsen, 2017). An interview is characterized by discussions 
between two or more people to collect data in the form of words, sentences, 
and stories that provide authentic knowledge about the phenomenon. The type 
of interview can vary depending on the research questions and purpose (Yin, 
1994), and they are often described as structured, semi-structured, and un-
structured (also called in-depth) interviews. 
 
Qualitative and unstructured interviews were used in the present thesis. 

3.3.1.3 Questionnaire 
Questionnaires as a data collection method are most often seen in quantitative 
studies, where questionnaires with given answer alternatives dominate (Jacob-
sen, 2017). However, questionnaires are also used as a data collection method 
in qualitative studies, but then consist of open-ended questions that the re-
spondents answer in their own words. 
 
The latter was what is used in this thesis (see Paper III, Sub-chapter 3.5.3). 

3.3.1.4 Observation 
It is common to distinguish between different types of observation (Jacobsen, 
2017). A dividing line is whether the person being examined is aware or not. 
This is called open or hidden observation. Another line exists between partic-
ipatory observation and observation more at a distance. Participatory observa-
tion means that the observer participates on equal terms with those who are 
examined. 
 
In this thesis, participatory observation was used. 
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3.3.2 Strategies for Analysis 
Analysis of qualitative data is predominantly about analysis of conversations 
and text (Denscombe, 2016) and consists of examining, categorizing, tabulat-
ing, or otherwise recombining the empirical to address the initial propositions 
of a study (Yin, 1994). In qualitative studies, content analysis is common and 
is seen as a flexible method for analysing text data (Bryman, 2008). Bryman 
described the content analysis as a systematic and replicable technique for 
summarizing words in a text into fewer content categories based on predeter-
mined categories. 
 
According to Denscombe (2016), there are also four other analysis strategies: 
grounded theory (interpretation of text), discourse analysis (meaning of the 
text), conversational analysis (the sequence and structure of the conversa-
tions), and narrative analysis (the social meaning of the text). Following the 
chosen analysis strategy, there are techniques to facilitate the analysis. Yin 
(1994) mentioned four major techniques for analyses that can be used in a case 
study (see Table 5). Each is applicable whether a study involves a single- or a 
multiple-case strategy. 
Table 5:  
Four major techniques for analyses. 

Technique Description 
Pattern-matching  
The most desirable 
strategy for case studies 

Comparing an empirically based pattern with one or 
several predicted ones. If the patterns agree, the results 
can help increase the internal validity in the case study. 

Explanation-building A special kind of pattern-matching to use in explana-
tory studies. The purpose is to analyse the case by find-
ing an explanation of the phenomenon. 

Time-series analyses This strategy can be used when one wants to identify 
important events or activities occurring on different oc-
casions. 

Programme-logic  
models 
 

This strategy is a combination of pattern-matching and 
time-series analyses. It can be useful in both explana-
tory and exploratory studies. 

Note: Source: Yin, 1994. 

 
In this thesis, content analysis (for example, defining the word ‘respect’) and 
discourse analysis are used together with pattern-matching. 
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3.4 Summary of Methodological Choices in the Thesis 
Table 6 presents the methodological choices made in the thesis. The choices 
in each appended paper are presented in Sub-chapter 3.5. 
Table 6:  
Summary of methodological choices in this thesis. 

Note: The choices made for the present thesis are shown in bold italics. 

This thesis is a qualitative, exploratory and descriptive case study with an ab-
ductive approach. The data have been collected by literature studies, inter-
views, participant observations, and questionnaires. Content, and discourse 
analysis are used together with pattern-matching to analyse the data. 
 
The next sub-chapter describes the research processes in each individual pa-
per. 

Research purpose 
Descriptive Explanatory Exploratory 
Research approach 
Qualitative Quantitative 
Deduction Induction Abduction 
Philosophical worldview 
Postpositivist Constructivist Transformative Pragmatic 
Research design 
Qualitative Quantitative 
Experi-
ment 

Survey Archival analysis History Case 
study 

Research methods 
Data collection 
Literature 
study 

Physical  
artefacts 

Interviews  
and  

questionnaires 

Direct 
obser-
vations 

Partici-
pant 
observa-
tions 

Archival 
records 

Data analysis 
Content 
analysis 

Grounded 
theory 

Discourse 
analysis 

Conversation  
analysis 

Narrative 
analysis 

Content 
analysis 

Pattern- matching Explanation-
building 

Time-series 
analyses 

Programmed-logic  
models 
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3.5 Research Methods – Data Collection and Strategies 
for Analysis of Appended Papers 

The following chapter describes the study design, data collection and analysis 
for each of the papers. All papers have a qualitative approach and a pragmatic 
worldview; other methodological parameters differ. 

3.5.1 Paper I: A Comparative Study between Developmental 
Leadership and Lean Leadership – Similarities and 
Differences 

The purpose of the paper was to compare the two leadership models – devel-
opmental leadership and Lean leadership – and identify differences and simi-
larities and explore whether it is possible to use these two models together to 
achieve better results. The methodology used can be seen in Table 7. 

 
Table 7:  
Methodology used in Paper I. 

Data collection Data analysis 
• Literature study • Content analysis 

• Pattern matching 

 
As a starting point, literature and articles about developmental leadership (DL) 
and Lean leadership behaviours (LLB) were identified. The reason why these 
two models were chosen was that I studied Lean leadership in a university 
course, and LLB was then said to be useful and effective for Lean leaders. I 
had previously both used and studied DL, and thought I saw some similarities 
between LLB, which I wanted to study in more depth, and also if they could 
be used together to achieve better or other results in an organization. 
  
DL originated at the Swedish Defence College, and LLB were created by the 
Lean researcher Emiliani. To learn more about DL and LLB, I also read about 
the foundational theories of transformational leadership and Lean leadership. 
The selection of literature can best be described as the snowball effect. As a 
first step, I selected some popular and often-read articles and books. One read 
article gave insights to new references and new interesting articles, and so on. 
 
To compare the two models of leadership, I wanted to use the 66-item rating 
questionnaires used in DL with something similar from LLB. In DL, two dif-
ferent 66-item rating questionnaires are available. One is a self-evaluating 
questionnaire for the leader and one is for co-workers to evaluate the leader. I 
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chose to use the self-evaluating one. Emiliani’s (2008) LLB did not have an-
ything similar to the questionnaire, and I found it difficult to obtain a special-
ized list. 
 
Nonetheless, I found three published tables – value-added behaviours, Lean 
behaviours, and continuous personal improvement – that I used. Emiliani 
(1998) also described fifty errors to avoid, which are identified as so-called 
waste behaviours; in other words, fat behaviours to avoid. I used this as well. 
The next step was to merge the three tables and the fifty errors to avoid into a 
single Lean leader behaviour model. The result was a document with 19 Lean 
behaviours, both single words and quotes. Now I had two documents that 
could be compared. 
 
Additionally, a qualitative content analysis with pattern-matching was con-
ducted by comparing the two documents, as can be seen in Table 8.  

 
Table 8: 
Comparison between LLB and DL. 

 Lean  
behaviours  
– value adding 

 
Developmental leadership item number  

1 Humility 15. I treat people appropriately who have not carried out 
tasks well 
19. I even delegate prestigious tasks 
26. I aim to reach agreements on what must be done 

2 Calmness 58. I keep calm in stressful situations 
59. I demonstrate positive thinking in stressful situa-
tions 

3 Wisdom 10. I show insight into people’s needs 
17. I can deal with troublesome co-workers 
60. I make good decisions under pressure, even when 
lacking full information. 

Note: This is just a small example of the comparison. 

I then took one of Emiliani’s (2008) value-adding Lean behaviours, such as 
humility (see Table 8) and tried to find quotes in the DL questionnaire that 
corresponded to humility; in this case, quotes 15, 19 and 26. There were 19 
quotes in LLB, and I matched them with most of the quotes from the DL 66-
item questionnaire. The DL quotes 29–42 and 55–57 were not matched with 
any of LLB behaviours, since I identified them as fat behaviours. 
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3.5.2 Paper II: Ethics and Lean Management – a Paradox?! 
The purpose of this paper was to research the practice of ethics in Swedish 
health care using Lean management. The methodology used can be seen in 
Table 9. 

 
Table 9: 
Methodology used in Paper II. 

Data collection Data analysis 
• Literature study • Content analysis 

• Pattern matching 

 
As a starting point, literature in ethics and Lean management was selected. 
The approach to literature selection was to use common course literature in 
Swedish universities in those two areas. Next, a database (Google Scholar) 
was used to identify articles about Lean management in health care organiza-
tions. Keywords used were Lean, ethics, and health care in the title, but this 
search resulted in no articles at all. I removed the title limitation and ended up 
with 104 articles. 
 
The first step in evaluating the articles was to read the abstracts to get infor-
mation about whether the article discussed Lean with a focus on people. Arti-
cles that were not relevant to the study were rejected. The remaining 52 arti-
cles were reviewed to map, describe and compare the characteristics of ethics 
and Lean management from a health care point of view. 
 
Additionally, a qualitative content analysis was made by comparing Liker’s 
(2004) 14 Principles and the International Council of Nurses (ICN), as can be 
seen in Table 10. In the original Code of Ethics for Nurses document, there 
were no numbers in the nurse code. I placed numbers to easily locate the 
source. Also pattern-matching was used in the analysis. 
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Table 10: 
Example of the comparison. 

Note: This is just a small example of the comparison. 

3.5.3 Paper III: Virtues and Vices in Project Management 
Ethics – an Empirical Investigation of Project Managers 
and Project Management Students 

The purpose of this paper was to explore empirically if virtue ethics is used. 
The methodology used can be seen in Table 11. 

 
Table 11: 
Methodology used in Paper III. 

Data collection Data analysis 
• Literature study 
• Questionnaires  

• Content analysis 
• Discourse analysis 
• Pattern matching  

 
As a starting point, Loo’s (2001) three vignettes (ethical dilemmas) were re-
used in a questionnaire. Responses were collected in 2011 and 2015. These 
included 88 responses from project management students (collected at a Swe-
dish university in 2011) and 31 responses from practicing project managers 
(collected from project managers based in Sweden in 2015). 
 
The students’ responses were collected in class. All of the students in class 
participated. The responses from the project managers were provided via 
email. The sample of these responses included eight project managers conven-
iently selected from the authors’ network. A further 23 project managers were 
found by asking managers of project offices (and other organizations working 
with projects) if their organization wanted to participate. It is important to state 

Liker’s principles ICN Code of Ethics for Nurses 
1) Base your management deci-
sions on a long-term philoso-
phy, even at the expense of 
short-term financial goals  

1:1 The nurse’s primary professional responsi-
bility is to people requiring nursing care  
1:2 In providing care, the nurse promotes an en-
vironment in which the human rights, values, 
customs and spiritual beliefs of the individual, 
family and community are respected 
1:5 The nurse shares with society responsibility 
for initiating and supporting action to meet the 
health and social needs of the public, in particu-
lar those of vulnerable populations  
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that we did not choose respondents who use virtue ethics, but rather asked 
them about ethics, to see if they would naturally respond with concepts from 
virtue ethics. 
 
In the questionnaire, the respondents were asked two sets of questions per di-
lemma: 
 

1) What do you think about the action of the project manager? Did the 
project manager do the right or the wrong thing? Why? (Describe with 
as much detail and explanations as possible) 

2) How would you act if you were in the same situation as the project 
manager? Why? (Describe with as much detail and explanations as 
possible) 

 
With the vignettes, the respondents documented their own answers about how 
they perceive the action of the project manager and how they would have acted 
in the same situation. 
 
After reading the answers, they were categorized after a special order to iden-
tify positions and find virtues and see whether differences and similarities 
within the respective response group and between the two groups could be 
identified. A qualitative content and discourse analysis was used together with 
pattern-matching. 

3.5.4 Paper IV: The Lean Principle Respect for People as 
Respect for Craftsmanship 

The purpose of this paper was to reach a deeper understanding of the Lean 
principle of respect for people (RFP) in order to facilitate Lean implementa-
tion in Western organizations outside Toyota. The methodology used can be 
seen in Table 12. 
Table 12:  
Methodology used in Paper IV. 

Data collection Data analysis 
• Literature study 

 

• Content analysis 
• Discourse analysis 
• Pattern matching 

 
The hermeneutic approach was well-suited to this study and allowed us to shift 
perspectives linking the micro (the RFP principle) with the macro (the cultural 
context in Japan), and challenged to reach a deeper understanding. 
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In relation to RQ1, relevant scholarly articles about Lean and RFP written in 
English from a geographical context other than Japan were searched for. 
Thereafter, two literature searches in Scopus during February 2020 were con-
ducted, referred to in the paper as Searches A and B. In Search A the search 
terms Lean and RFP were used; in Search B, Lean and respect. Only articles 
in English were included. This resulted in 22 published hits in Search A (be-
tween 2004 and 2019) and 1349 articles in Search B. The first step for evalu-
ating the articles was to read the abstracts to obtain information about whether 
the article discussed Lean with a focus on people in the organizations. 
 
The abstracts in Search A were read first and all 22 articles were relevant. Two 
full versions of the 22 articles could not be found, so only 20 full articles were 
read. In Search B, after reading the first 253 abstracts (all from 2017–2020) of 
the 1349 articles, it was found that only 24 were about Lean. Of these 24, only 
10 were relevant (focusing on Lean and people) and seven of those 10 had 
been found in Search A as well. With that result (1 per cent new articles), the 
other articles in Search B were left unread. The summary of both literature 
searches was 23 articles. A first way of analysing the 23 articles was to classify 
them according to an evaluation sheet. 
 
The criteria for evaluating the articles were based on whether they explicitly 
dealt with RFP, defined it, discussed it, and connected it to its cultural context. 
As we read the articles in the literature search, interesting references appeared, 
which were read and analysed and some of them were also used as references 
in this paper. 
 
In relation to RQ2, the literature stemming from Toyota’s perspective on RFP 
was analysed, whether it was from managers at Toyota or researchers who 
have significant experience of Toyota. Concretely, this meant reading original 
sources from Toyota; that is, books or videos by former executives in the or-
ganization (Ohno, Hayashi), together with people who have influenced, 
worked at, or studied at the organization (Liker, Rother). 
 
The Toyota website was also studied, and although the second author (Len-
nerfors) has some Japanese language skills, help with the translation was re-
ceived from a Japanese professor of business administration. To further con-
textualize, a search for an understanding of RFP, respect, and people in Japan 
was conducted, opening up to literature that is not directly related to Lean, in 
order to understand the broader context of the RFP principle. This was based 
on analysing the RFP principle in Japanese, which helped show that Toyota 
uses a particular version of the word respect, which led to further investiga-
tions through literature searches and discussions with the above-mentioned 
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professor. Furthermore, the RFP principle in Japanese also indicated a partic-
ular view of the concept of people. The concepts of monozukuri, hitozukuri, 
and kotozukuri were also investigated. 
 
Both qualitative content and discourse analysis with pattern-matching was 
used to analyse the result. 

3.5.5 Paper V: The Impact of the Lean Principle Respect for 
People – a Case Study of a Swedish Supermarket 
The methodology used can be seen in Table 13. 
Table 13:  
Methodology used in Paper V. 

Data collection Data Analysis 
• Participant observations 
• Qualitative unstructured inter-

views 
• Literature study 

• Discourse analysis 
• Content analysis 
• Pattern-matching 

 

 
A case study of a supermarket in Sweden was conducted in order to generate 
context-dependent knowledge about the impact of the RFP principle in a Lean 
implementation. 
 
There are three reasons for choosing this case. First, retail is an industry in 
which Lean is not very commonly used, although some examples exist in Ja-
pan, Europe and the US. Second, the supermarket in question has engaged in 
quality work and received an award in 2015 for being the best store in Sweden. 
Being quality-oriented and successful would be a potential driver for a suc-
cessful Lean implementation. Third, although the choice of a Swedish case 
was a matter of convenience, from a Swedish perspective Lean is popular as 
an improvement system in several different industries, such as hospitals and 
large companies like Scania and Volvo. In addition, the retail industry has 
started to implement Lean in stores in Sweden. 
 
A variety of data collection methods were used from January to June 2016. 
The primary data collection was participant observations, diary notes, discus-
sion notes, talks with the implementation group (IG), the project manager 
(PM) and the consultant during workshops, real implementation work, infor-
mation and practical parts. The parts where the first author used participant 
observations were in the training phase of the Lean implementation process, 
in various workshops, and in the start-up of the improvement work. 
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Furthermore, four formal interviews were made. The PM was interviewed 
twice: at the start of the project in February 2016 and then in April 2017. The 
implementation consultant was interviewed in March 2016 in order to obtain 
more information about the discussions, decisions and plans before the actual 
implementation start-up. The last interview was in November 2017, and the 
interviewee on this occasion was one of the former members in the IG, a sales 
manager (Level 3 manager) who left the job at the Supermarket in 2017. 
 
Secondary data was collected from formal documents (project plans, meeting 
notes, technical specifications, contracts, and user manuals), as well as scien-
tific publications, such as Norberg’s (2019) case study about the same organ-
ization. I also collected data from a master’s thesis by Rosén (2014) about a 
case study implementing Lean in a supermarket. 
 
The results were interpreted through the theoretical RFP framework within 
Lean. A qualitative content analysis and discourse analysis were used to ana-
lyse the result together with pattern-matching. 

3.6 Ethical Considerations 
Ethics always starts with the researcher, who needs to be transparent and sin-
cere in the research (Denscombe, 2016). After completing the research, re-
searchers must also be convinced that they have done everything in their 
power to act ethically (Bryman, 2008). 
 
A lot has been written about Lean from an optimistic perspective (Jørgensen 
& Emmitt, 2008), which could have resulted in organizations using Lean with-
out actually understanding what it means in practice. The present thesis con-
tributes to a more human and ethical understanding of Lean that can be helpful 
in its implementation in order to avoid the dark side of Lean, which dehuman-
izes employees (Salentijn et al., 2021). 
 
In general, I have also followed the research ethics requirements prescribed 
by the Swedish Research Council (Vetenskapsrådet, 2022). 
 

1. The information requirement. I informed the participants about the re-
search when conducting empirical studies (Papers III and V). The par-
ticipants knew that participation was voluntary and that they could 
cancel their participation if they wanted to. They were also informed 
about their role in the research. 
 

2. The consent requirement. The participants in Paper III (questionnaires) 
and Paper V (interviews) decided on their participation in the research. 
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3. The confidentiality requirement. All empirical material has been 
treated confidentially and all data collected has been kept in a locked 
filing cabinet. 
 

4. The utilization requirement. I have not and will not use participant 
information for anything other than research purposes, which the 
participants have been informed about. 

Therefore, in this thesis, the ethical requirements have been considered and 
applied to the best of my ability. 

3.7 Trustworthiness 
Trustworthiness, or the truth value of qualitative research and transparency of 
the conduct of the study, is crucial to the usefulness and integrity of a study 
according to Connelly (2016). Shenton (2004) stated that trustworthiness of 
qualitative research is often questioned, perhaps because concepts of validity 
and reliability cannot be addressed in the same way as in quantitative research. 
Nevertheless, writers on research methods have demonstrated how qualitative 
researchers can incorporate measures that deal with these issues using other 
concepts (Bryman, 2008). 
 
According to Lincoln and Guba (in Bryman, 2008; Connolly, 2016; Shenton, 
2004), the concepts used in qualitative research can be: credibility (in prefer-
ence to internal validity), transferability (in preference to external valid-
ity/generalizability), dependability (in preference to reliability), and confirm-
ability (in preference to objectivity). 
 
Connelly (2016) argued that the credibility of the study, or the confidence in 
the truth of the study and therefore the findings, is the most important crite-
rion. In the present thesis, to achieve credibility, multiple sources of evidence 
were used. Where interviews and observations have been made (Paper V), my 
results have been fed back to the respondents for validation, which Bryman 
(2008) called response validation. Triangulation is another way to strengthen 
credibility (Denscombe, 2016; Shenton, 2004), and there are five different 
ways to triangulate: using different data collection methods, different infor-
mation sources, different studies, different theories to analyse and confirm the 
results, or different researchers studying the same thing (Denscombe, 2016). 
The present thesis, with its five different studies, contains three of the five 
triangulation methods (Denscombe, 2016). As the pragmatic approach pre-
scribes, my choice of data collection method has depended on the current 
problem and purpose. I have also used different information sources and used 
different theories to analyse and confirm the results. 
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Transferability refers to the degree to which the results of qualitative research 
can be generalized or transferred to other contexts or settings (Shenton, 2004). 
Bryman (2008) maintained that in order to increase transferability, it is im-
portant that the researcher makes as full descriptions as possible of the details 
that are part of a culture, which I have tried to do in this thesis. According to 
Yin (1994), case studies, especially single-case studies like the one in the pre-
sent thesis, provide little basis for generalization from a scientific point of 
view, which can be seen as a concern. Yin also claimed that case studies can 
reach broad generalizations depending on motives of a study and how they are 
conducted. Since the thesis is a case study that concerns a concept rather than 
a specific organization, I see the thesis itself as transferable. For the same rea-
son, Papers I, II and IV are transferable. Paper III (with ethical dilemmas) and 
Paper V (the case study in the supermarket) are not transferable because these 
studies involve interviews, questionnaires, observations, and other sources 
that are specific to that particular study. 

 
Dependability refers to the stability of the data over time and over the condi-
tions of the study (Connelly, 2016). It can be seen as similar to reliability in 
quantitative research, which is based on the assumption of replicability or re-
peatability (Shenton, 2004), but with the understanding that stability of con-
ditions depends on the nature of the study (Connelly, 2016). According to 
Connolly (2016), a study of a phenomenon may be very similar from time to 
time. For example, in the present thesis, when a concept is studied, the study 
can be repeated, at least to some extent. Data can change over time, as in this 
case when websites have changed during the research period. In order to 
achieve high dependability, the research methods in the various studies have 
been described carefully and in detail, which is important according to Bry-
man (2008). 
 
The last concept is confirmability, which is the neutrality or the degree to 
which findings could be confirmed or corroborated by others (Conelly, 2016). 
Given individual values, perceptions, different understandings and areas of 
knowledge, this is unrealistic. However, I have tried to act as correctly and 
credibly as I can based on the conditions that exist, and have acted in good 
faith. Nevertheless, according to Connelly (2016), in qualitative studies it is 
more important to have credibility and for the researcher to use the right 
method than to be able to repeat the study. 

3.8 Methodological Reflection 
Studying the methodological choices and the following consequences, there 
is one major choice that could been made early in the process. I did not have 
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a clear focus on what to actually study from the start. I started at one end 
because it happened to be in my interest at that moment. When I studied a 
certain topic in more depth, I immediately found new interesting angles and 
the ‘snowball’ rolled away in another direction. 
 
So, in hindsight, I would like to have been more focused on what I wanted to 
do from the beginning to perhaps have acquired more profound result. Other 
than that, there is probably not much I would like to change. I have enjoyed 
the pragmatic path of research, going out to gather empirical material that I 
can later analyse against theories. On the other hand, this seemingly sprawl-
ing, pragmatic worldview has also made me find what I have found. Another 
more structured approach would probably have produced different results and 
thoughts. 
 
Something that is not to the study’s advantage is that it ran over a long period 
of time – eight years. This means that previously used references have 
changed (for example, the Toyota global website) in the meantime. In relation 
to time, it can also be a negative point that the articles used in the first papers 
may not be completely relevant at the end of the process. 
 
In this thesis I have used content analysis both in the ordinary quantitative way 
(measuring by counting words or meanings), but I studied also words from 
their cultural context and meaning; for example, defining the word respect in 
Japan and in the West. While something may have become lost in translation, 
I do not believe that the result of the content analysis would have been differ-
ent if I had used only the quantitative method. 
 
One last critical thought could refer to the choice of literature. Some authors, 
such as Coetzee et al., Liker, and Rother, have been used a lot in the thesis. I 
chose them because they have either studied Toyota for many years, as is the 
case with Liker and Rother, or have touched on the research that I am inter-
ested in. Some of the sources I use come from practitioner-oriented literature, 
which could be seen as less scientific and more applied. However, I have made 
the choice to broaden the field previously used to study Lean or RFP, but I 
could have made a greater effort to broaden the choice of literature. 
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4 Appended Papers 

This chapter presents a summary of the five appended papers, including the 
background, purpose, method, main results and conclusions. For extended 
presentation of methods, see Chapter 3. A more extended discussion of con-
clusions can be found in Chapter 5. 

4.1 Summary of Paper I 
Ljungblom, M. (2012). A comparative study between Developmental leader-
ship and Lean leadership – similarities and differences. Management and Pro-
duction Engineering Review, 3(4), 45–68. doi:10.2478/v10270-012-0034-9 

Background 
A lot of empirical evidence during the last two decades shows that leadership 
matters and there is a wide consensus that leadership is essential to achieve 
organizational success. During the same period, several different theories and 
models have evolved that describe what a leader should or should not do in 
order to achieve best results for the organization. 

Purpose 
In this article, I wanted to explore whether there were elements of Lean lead-
ership that could be useful to a developmental leader. Therefore, the purpose 
of the article was to compare developmental leadership (DL) with Lean lead-
ership (Lean leadership behaviours, LLB) and evaluate the differences and 
similarities of the two models to achieve better results in an organization. 

Theoretical Scope 
The purpose of this paper was to explore whether it is possible to use differ-
ences from two models together to achieve better results when implementing 
Lean. The major chosen models were DL and LLB. For further theoretical 
presentation, see Paper I and Chapter 2. 
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Method 
Since the purpose of Paper I was to compare different types of leadership, a 
literature study was conducted with content analysis and pattern-matching in 
order to identify similarities and differences. 

Main results  
The main results from the comparison show both similarities and differences. 
 
The similarities between the models were:  

 
• Both models contain behaviours and can be characterized by the key 

principle of respect for people. 
• The purposes of both models concerned behaviours. 
• Both models focus on role models. 
• Both models describe that developing/value-creating leadership is a 

function of the frequency with which developing/value-creating lead-
ership behaviours are used. 

• Both models considers right or wrong behaviours. 
• Both models highlights inspirational and motivational behaviours. 

 
The major differences were:  

 
• LLB had a purpose that clearly overrides the behavioural one: contin-

uous improvement (CI) with a focus on eliminating waste. 
• DL focused on making the leader aware of their own behaviour and, 

if needed, develop or change it, so their co-workers and organization 
would gain competitive advantages, while LLB focused on making 
leaders aware of what wrong behaviours can negatively impact the 
organization. 

• DL focuses more on the relation between the leader and co-worker 
than LLB. 

• LLB shows no difference between the concepts of management and 
leadership in its definition, which is often done in leadership research. 

• The LLB definition also includes critical aspects of leadership. 
 
The overall results showed that elements of Lean leadership could be useful 
for a developmental leader. 

Main Conclusions 
The major conclusions in Paper I were that similarities in creating value and 
developing organizations were found in both models. However, the way in 
which they are to be developed differs. By merging the different models, the 
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differences, such as removing waste and CI found in LLB and the develop-
ment of employees found in DL, can create additional understanding for a 
leader who wishes to develop an organization. When comparing DL and LLB, 
the strengths from DL is suggested to be integrated in LLB in order to succeed 
with Lean implementation.  
 
A version of the paper was also presented at the 15th Quality Management 
and Organizational Development (QMOD) Conference 2012, September 5–7, 
Poznan, Poland.  

4.2 Summary of Paper II 
Ljungblom, M. (2014). Ethics and Lean management – a paradox? Interna-
tional Journal of Quality and Service Science, 6(2/3), 191–202. 
doi:10.1108/IJQSS-02-2014-0009 

Background 
Organizations have diverse value systems when building their codes of pro-
fessional ethics and code of conducts, such as doctoral and nursing codes, 
while Lean management has established base principles with different codes 
of professional ethics. In the public debate, ethical issues have been on the 
agenda with scandals in health care organizations and criticism against quality 
management systems in health care. According to Rundgren (2013), quality 
management systems in Sweden rely on quality methodologies and tools, ra-
ther than focusing on ethics and the human perspective. 

Purpose 
The purpose of this paper was to investigate whether there is a contradiction 
when implementing the Lean principles in Swedish health care organizations 
that already have their own ethical code of conduct. The purpose was opera-
tionalized through the following questions: 
 
RQ1: How does the application of Lean Management in hospitals comply with 
medical ethics? 
RQ2: In what way can Lean Management support ethics and value in those 
organizations? 

Theoretical Scope 
The aim was to investigate contradiction between the International Council of 
Nurses (ICN) Code of Ethics for Nurses and the principles of Lean manage-
ment. For further theoretical presentation, see Paper II and Chapter 2. 
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Method 
Given the purpose of this paper, a literature study was conducted to investigate 
barriers and success factors when implementing Lean in health care organiza-
tions. Also, a comparison was made between the Nurses’ code of ethics and 
the principles of Lean management. To categorize the results, content analysis 
and pattern-matching was used. For a deeper presentation of methods see Pa-
per II and Chapter 3. 

Main results 
The main results are: 

 
• Research in Lean in health care does not involve ethics in its studies. 
• There was a focus on quality methods and tools in healthcare organi-

zations using Lean. 
• Certain barriers (such as lack of knowledge about Lean, too many tar-

gets, and working in silos), and success factors (such as adapting Lean 
to the context, and transformational leadership) need to be taken into 
account before starting a Lean implementation. 

• The concept of value in Lean had a different meaning than the concept 
of value in moral philosophy. 

• When Lean is used in health care, the ethical approach was at a mini-
malistic level. 

• If the implementation of Lean is to be successful, a Lean culture must 
be developed where everyone’s commitment is a prerequisite. 

Main Conclusions 
The main conclusions from the study show that it was hard to find connections 
between Lean in health care organizations and ethics in the articles examined. 
None of the articles mentioned anything about ethics. Most dealt with imple-
mentation and important issues to keep in mind when considering implement-
ing Lean and not only in a health care context. 
 
RQ1: How does the application of Lean Management in hospitals comply with 
medical ethics? Lean is not clearly defined in health care. The focus of Lean 
application in health care organizations lies in internal efficiency and cost con-
trol. While there did not seem to be a contradiction between ethical codes and 
health care when using Lean, the connections between them are not clear or 
implemented. As long as the ethical rules of healthcare are not considered and 
incorporated into Lean, it will be difficult to implement Lean in a healthcare 
organization. 
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RQ2: In what way can Lean Management support ethics and value in those 
organizations? Important barriers and success factors should be considered 
when implementing Lean. The gaps that have been found can be seen as a 
fresh start to increase awareness of ethics and to strive for a maximalistic point 
of view. 
 
A version of the paper was presented at the 16th Quality Management and Or-
ganizational Development (QMOD) Conference 2013, September 4–6, Porto-
roz, Slovenia. 

4.3 Summary of Paper III 
Ljungblom, M. & Lennerfors T. T. (2018). Virtues and Vices in Project Man-
agement Ethics: An empirical Investigation of Project Manager and Project 
Management students. Project Management Journal, 49(3), 5–16. 
doi:10.1177/8756970586 

Background 
Although project management is commonplace, ethics is a relatively neglected 
issue in theories of project management. Virtue ethics has recently been put 
forward as an important aspect of project management ethics. Virtue ethics is 
assumed to be maximalistic more than minimalistic, and Paper III takes this 
assumption into practice. 

Purpose 
The purpose of the article was to contribute to the project of promoting virtue 
ethics in project management by exploring empirically if and how virtue ethics 
is used. 

Theoretical Scope 
In this third paper, ethics, with a focus on virtue ethics, and project manage-
ment are accounted for; see Paper III and Chapter 2 for further discussion. 

Method 
In this paper, a literature study and questionnaires were used to explore em-
pirically if virtue ethics was used by project managers and project managers 
students when responding to three ethical dilemmas. Content analyses, dis-
course analysis and pattern-matching were used to analyse the result. For ex-
tended description of the methodology, see Chapter 3 and Paper III. 

Main results 
The main results from the study were: 
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• The use of virtue ethics within project management is an unexplored 
area. 

• Students and practitioners described their assessment of ethical dilem-
mas and motivation for ethical action as stemming from their charac-
ter, including the promotion of virtues and the avoidance of vices. 

• The importance of discussing the differences between minimalistic 
and maximalistic ethics, and reaching an understanding that both of 
them are necessary. 

Main Conclusions 
The respondents naturally used the promotion of virtues and the avoidance of 
vices in their assessment of ethical dilemmas. Despite this finding, it is im-
portant to complement the rule-following, almost legalistic ethics in project 
management, with a discussion of virtues and promoting virtue ethics for pro-
ject managers. It is also important to discuss the differences between minimal-
istic and maximalistic ethics, and find an understanding that both of them are 
necessary. 
 
A version of the third paper was also presented at the 23rd Nordic Academy of 
Management Conference 2015, August 12–14, Copenhagen, Denmark. 

4.4 Summary of Paper IV 
Ljungblom, M. & Lennerfors T. T. (2021). The Lean principle respect for peo-
ple as respect for craftsmanship. International Journal of Lean Six Sigma, 
12(6), 1209–1230. doi:10.1108/IJLSS-06-2020-0085 

Background 
Lean, with its two key principles of continuous improvements (CI) and respect 
for people (RFP), is often used to improve organizations. The lack of RFP is 
seen as one of the biggest reasons for failure to implement Lean. Although 
this missing component has been known about for a decade, there is more 
failure than success in implementing Lean. 

Purpose 
The purpose of the fourth paper was to reach a deeper understanding of RFP 
in order to facilitate Lean implementation in Western organizations outside 
Toyota. 
 
The purpose was operationalized in three research questions 
RQ1: What is the meaning of RFP as defined in literature about RFP in Lean 
implementations? 
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RQ2: What is the meaning of RFP as defined by Toyota and connected to the 
cultural context of Japan? 
RQ3: How can the RFP principle be accurately translated into other contexts? 

Theoretical Scope  
In this fourth paper, Lean, and craftsmanship were accounted for. For further 
theoretical presentation, see Paper IV and Chapter 2. 

Method 
The hermeneutic approach was used to shift perspectives linking the micro 
(the RFP principle), with the macro (the cultural context in Japan). Two liter-
ature searches were conducted, and both qualitative content and discourse 
analysis with pattern-matching were used to analyse the result. For extended 
description of the methodology, see Chapter 3 and Paper IV. 

Main results 
The main results were: 

 
• There are a broad range of definitions of RFP.  
• 61 per cent of the articles stated the lack of RFP in Lean implementa-

tions. 
• It is important to focus on the invisible elements in Lean. 
• The RFP framework concerns both the product and people value 

streams. 
• The people value stream is critical in Lean implementations. 
• At Toyota, the concept of respect in RFP is ought-respect; respect as 

due consideration. 
• Takumi (in English loosely translated as craftsmanship) is the under-

lying understanding of the word people in RFP. 
• RFP should be interpreted as respect for craftsmanship – RFC. 

Main Conclusions 
RQ1: What is the meaning of RFP as defined in literature about RFP in Lean 
implementations? 
The definitions of RFP are diverse: one based on building people is the most 
important value in RFP, the other that the importance lies in building cars. 
 
RQ2: What is the meaning of RFP as defined by Toyota and connected to the 
cultural context of Japan? It was found that there may have been a linguistic 
error in the translation part of the RFP regarding the two words respect and 
people. It was also found that, at Toyota, the concept of respect in the RFP is 
ought-respect. The concept of monozukuri, Toyota’s backbone, was examined 
together with the concept of hitozukuri. 
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RQ3: How can the RFP principle be accurately translated into other contexts? 
What we found to be most important, and not discussed in the earlier Anglo-
phone literature, is the concept of takumi, a perfected form of craftsmanship, 
and the underlying understanding of the word people in RFP. RFP should be 
interpreted as respect for craftsmanship – RFC. 
 
A version of Paper IV was also presented at Standing Conference on Organi-
sational Symbolism (SCOS) and the Australasian Caucus of Standing Confer-
ence on Organisational Symbolism (ACSCOS), 2018, August 17–20, Tokyo, 
Japan. 

4.5 Summary of Paper V 
Ljungblom, M., Fredriksson, M. & Lennerfors T. T. (2022). The impact of the 
Lean Principle Respect for People – A Case Study of a Swedish Supermarket  
Submitted to a journal in Feb 2022. 

Background 
Existing literature states that absence of the RFP principle is one of the main 
reasons for failure of Lean implementations. There is a gap in research about 
how the implementation is affected by the principle RFP and no in-depth case 
studies have been conducted on this topic.  
 

Purpose 
The purpose of the fifth paper was to provide an in-depth case study of RFP 
and the lack of RFP in a lean implementation. In order to fulfil the purpose, 
the following research questions were addressed. 

 
RQ1: How can RFP and the lack of RFP be manifested in a Lean implemen-
tation project? 
RQ2: What forgotten or downplayed aspects of RFP can be identified from an 
in-depth case study? 

Theoretical Scope  
This paper mostly used literature related to Lean and Lean retail. For further 
theoretical presentation, see Paper V and Chapter 2. 
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Method 
In this abductive case study, data were collected and included a literature 
study, unstructured interviews, participant observations during implementa-
tion, and diary notes. After the data sampling, the results were analysed with 
content analysis, discourse analysis, and pattern-matching. For extended de-
scription of the methodology, see Chapter 3 and Paper V. 

Main results 
The main results were: 

 
• It is important to have commitment and a clear understanding about 

Lean implementation. 
• Leadership is important. 
• The organization needs to be understood clearly before the Lean im-

plementation. 
• Allocating resources is of the utmost importance for enabling RFP. 
• It is important to pay heed to contextual factors to the Lean imple-

mentation, such as the culture of the workplace. 
• Respect for people as respect for craftsmanship could be an important 

complement to tools. 

Main Conclusions 
RQ1: How can RFP and the lack of RFP be manifested in a Lean implemen-
tation project? The findings indicate that the lack of RFP generates negative 
results. The respondents felt that they were not developed, challenged, moti-
vated, or trusted in their capabilities. Instead of removing waste from their 
work, it increased. This is expected according to RFP scholarship. 
 
RQ2: What forgotten or downplayed aspects of RFP can be identified from an 
in-depth case study? The study shows that RFP is interrelated to leadership, 
resource allocation, organizational culture, and context. 
 
A similar paper was presented at the 19th Quality Management and Organi-
zational Development (QMOD) Conference 2016, September 21–23, Rome, 
Italy. 
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5 Discussion 

In this chapter the findings are discussed and analysed through described the-
ories and concepts, and structured according to the research questions. 

5.1 What Understandings of RFP can enable Lean 
Implementations? 

5.1.1 The Origin and Literal Meaning of RFP 
In Paper IV we tried to find the origin and literal meaning of RFP (Ljungblom 
& Lennerfors, 2021). We found that, before the Toyota Way became part of 
Toyota’s global organization, the RFP principle did not exist explicitly. As 
mentioned in the theoretical section, when TPS was the leading system at 
Toyota, the key principles were JIT and Jidoka (see Table 2), and the main 
goal at that time was “to increase efficacy by consistently and thoroughly 
eliminating waste” (Ohno, 1988, p. xiii). As stated in the theory part, during 
the transformation from TPS to the Toyota Way in 2001, the two main princi-
ples of TPS were changed and became CI and RFP, with the latter divided into 
the two concepts of teamwork and respect. 
 
Teamwork can be traced back to the original teamwork promoted by Ohno 
(1988) in TPS. Ohno argued that a leader’s task is to train workers so that they 
can develop their skills, but also to teach them to help each other. The im-
portance of teamwork was already recognized when Jidoka was one of the 
principles of TPS, and where people’s involvement and contribution, empow-
erment and self-responsibility were needed (Chiarini et al., 2018; Liker, 2004). 
The machine could stop itself, but the system needed people who could react 
quickly to any failure that occurred in the form of root cause analysis. Conse-
quently, teamwork became an important cornerstone of the whole system 
(Ohno, 1988). 
 
Teamwork was old, but the principle of respect was new (Ljungblom & Len-
nerfors, 2021). Nothing in Toyota’s TPS describes respect. However, Ohno 
(1988) described respect as something overarching, arguing that the main goal 
of TPS is to increase efficiency by eliminating waste, but also that respect for 
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humanity is equally important. In other words, respect, like teamwork, was 
important from the beginning, but did not have a definite place among the 
other principles. 
 
It was not until Toyota went global that the need to highlight the word respect 
(and teamwork) became apparent (Ljungblom & Lennerfors, 2021). Respect-
ing each other, working in teams and always doing one’s best was, and still is, 
interpreted as a natural part of Japanese culture (Erthal & Marques, 2018; 
Oudhuis & Olsson, 2015) and religion (Taherimashhadi & Ribas, 2018). For 
example, Confucianism emphasizes loyalty to one’s business organization and 
superiors, respect for age and seniority, and the importance of social harmony 
in groups (Rarick, 1994). With that in mind, Japanese employees should not 
even need to think about the key principle of RFP, as the principle and its 
content can largely be seen as basic underlying assumptions according to 
Schein (2017). 
 
The translation part of the RFP may have had a linguistic error in the transla-
tion of the key principle (Ljungblom & Lennerfors, 2021). In Paper IV, we 
studied the concept and started with the word respect. When Toyota describes 
RFP, it turns out that they use the Japanese words Ningensei Sontyo (⼈間性尊

重). The word sontyo (respect) is related to ought-respect, a respect that is a 
basic form of due consideration and is not related to individual employees’ 
particular actions or performance (Ljungblom & Lennerfors, 2021). Respect 
for authority is also included in the concept of ought-respect. In Sweden, the 
verb respect includes both ought-respect and affect-respect at the same time. 
The context indicates which form of respect is meant. The Swedish word for 
respect, in the RFP for example, can describe both respect as a feeling of deep 
admiration for someone or something evoked by their abilities, qualities or 
achievements (affect-respect) and an agreement to recognise and comply with 
a legal requirement (ought-respect). 
 
In Paper IV, we also studied the concept of the human side of the RFP princi-
ple (Ljungblom & Lennerfors, 2021); in other words, we studied the word 
people in RFP. In RFP, Toyota uses the term Ningensei Sontyo (⼈間性尊重). 
In English, ningensei would translate at respect for humanity/personality. 
 
I argue that the entire key principle RFP could be interpreted as having a clear 
explanation of what the concept that Toyota uses means and does not mean 
(Ljungblom & Lennerfors, 2021). Ningensei Sontyo does not mean respect in 
people/persons; rather, it means respect for people’s power such as thinking 
power and productive power. 
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To conclude this translation story, Paper IV (Ljungblom & Lennerfors, 2021) 
shows that RFP clearly addresses the productive and thinking forces of the 
people who work at Toyota. In other words, RFP at Toyota should mean re-
spect for people’s thoughts, skills and abilities rather than the actual individ-
uals in the organization. This result can also be seen in the research, where 
Sartal et al. (2018) stated that Toyota reveals a particular form of respect and 
the respect is based more on practical than moral reasons, and its goal is to 
increase employees’ commitment and their voluntary efforts and to draw out 
their full capabilities. 

5.1.2 The Meaning of RFP 
It has previously been discussed that the key principle of RFP was first written 
and described in the Toyota Way in 2001. However, the respectful way of 
treating people has been known since the beginning of the car company 
(Ljungblom & Lennerfors, 2021). Ohno (1988) stated when TPS was devel-
oped that TPS is not just a production system; its main goal is eliminating 
waste, along with the equally important respect for humanity. 
 
In the transition to the Toyota Way, Toyota again demonstrated the im-
portance of respect through the new key principle of RFP: “We respect others, 
make every effort to understand each other, take responsibility, and do our 
best to build mutual trust” (Toyota Global Site, 2020a). According to Toyota 
(Global Site 2020c), respect underpins relationships with colleagues and with 
others, and it is important that everyone is respected, both for what they con-
tribute and for who they are, which includes everyone’s ideas and cultural 
personal beliefs. 
 
However, what is described on Toyota’s website contrasts with the Japanese 
translation of the concept. According to the translation, RFP at Toyota is 
aimed at the productive and thinking powers of the employees rather than at 
the actual individuals in the organization, as the definitions on the website 
show. While I cannot tell the difference, it could be that the definition de-
scribed on the website is part of Toyota’s marketing and it wants to show itself 
at its best to stakeholders. In any case, what appears on the website is that 
Toyota wants to show that RFP is important in its organizational culture. 
 
The importance of RFP is also visible when research in the field is studied 
(Ljungblom & Lennerfors, 2021). A large part of the literature indicates that 
the lack of RFP is one of the main reasons why Lean implementations fail in 
Western contexts. According to the literature review in Paper IV (Ljungblom 
& Lennerfors, 2021), 61 per cent of the articles deal with the lack of RFP. In 
other words, fake Lean can be seen as a major cause of failure, where the 
problem is that Lean is still seen as an add-on tool where the Lean culture is 
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missing, and commitment and interest to both listen to and involve employees 
is lacking (Kusy et al., 2015). 

 
In the empirical study of a supermarket in Sweden, it was clear that Lean be-
came an add-on tool and, therefore, also an example of fake Lean (Paper V, 
Ljungblom et al., submitted). The idea of the supermarket study was that I 
would follow and study a Lean implementation, but it turned out that I instead 
followed and studied an organization’s failed implementation. Unfortunately, 
not only was the Lean implementation a failure in itself, but the organization 
also lost key people during the implementation due to the lack of RFP. 
 
Paper V (Ljungblom et al., 2022) showed that the supermarket did not take 
care of its employees’ knowledge, commitment or suggestions for improve-
ment, and things that were promised by management were not delivered. For 
me as a researcher, it was uncomfortable to follow the Lean implementation 
with the downward engagement spiral among the employees. Employees went 
from being super-engaged and highly motivated to improve their organization 
to being disengaged and feeling total hopelessness. Some of the employees 
even resigned from their jobs. 
 
Unfortunately, the Lean implementation developed into a shining example of 
fake Lean consequences and what it does to the organization and its employ-
ees. Taking Salentijn et al.’s (2021) expression of the dark side of Lean into 
account, the supermarket could absolutely be in the dark side, which means 
dehumanizing the employees (Chiarini & Brunetti, 2019) in favour of effi-
ciency and the implementation itself. 
 
In the fourth paper (Ljungblom & Lennerfors, 2021), we argue that it is re-
markable that even though the missing RFP principle has been known for 
more than a decade, there are still more failures than successes of Lean imple-
mentations outside Toyota. How can that be? One answer may be a lack of 
understanding of the concept or difficulties involved in putting it into practice, 
as the literature on Lean may give the impression that CI is the most important 
principle in Lean implementations and not RFP as is actually claimed. 
 
In the Toyota Way, for example, Likert (2004) described his 14 principles over 
250 pages. Some of his principles are related to people, including Principle 9: 
Cultivate leaders who understand the work thoroughly, live the philosophy 
and teach it to others and Principle 10: Develop exceptional people and teams 
who follow the company’s philosophy (see Figure 8). These two principles 
together are given 26 pages in the book, which is 10 per cent. By contrast, 
Womack and Jones’ (2003) book contains nothing about RFP although it does 
describe examples of leadership and teams, which could be seen as somewhat 
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similar to RFP. Overall, just under 7 per cent of the book is devoted to de-
scribing leadership and teams. This small number of pages may show that 
what is expressed in parts of the literature does not match what is said about 
RFP. If RFP is as important as it is claimed to be, shouldn’t the concept be 
given a more prominent place in the literature? 

 
Another problem that may affect the lack of RFP is that there is no precise 
definition of RFP, as described in Paper IV by Ljungblom and Lennerfors 
(2021). It turns out that researchers in Lean use different definitions of the 
term RFP, which is reflected in the fact that the definitions point in different 
directions and have different meanings. 

 
Overall, the definitions can be sorted into two categories, where the first con-
tains definitions that are related to the idea of first we build people, then we 
build cars. Here, RFP is the underlying organizational atmosphere that ena-
bles effective problem solving and increases organizational performance (e.g., 
Oppenheim et al., 2009; Womack, 2008). This category also reflects the defi-
nition on Toyota’s website. 

 
The second category contrasts with the first and says: Toyota builds cars, us-
ing people. These definitions are more about enhance workers’ involvement 
and their voluntary efforts and to draw out their full capacity (e.g., Bodek, 
2008; Sartal et al., 2018), which is consistent with Toyota’s Japanese meaning 
of RFP.  

 
In Paper IV (Ljungblom & Lennerfors, 2021) Coetzee, Jonker et al.’s (2019) 
true meaning of RFP is described. Coetzee, Jonker et al. noticed the difficul-
ties in a non-existent definition and conducted a systematic literature review 
to find the true meaning of RFP. They found that RFP meant: 
 

• Implementing teamwork as the foundation of the organization 
• Developing and challenging people 
• Motivating people 
• Developing people as problem-solvers 
• Assessing people’s safety in their daily tasks 
• Removing waste from people’s daily tasks 
• Displaying people’s capabilities by entrusting them with greater re-

sponsibility and authority 
 
Another true meaning also emerged when Toyota was studied (Article IV, 
Ljungblom & Lennerfors, 2021). It was found that Toyota uses an underlying 
philosophy, monozukuri (making things), which has been around since TPS 
and is seen as the backbone of Toyota (Liker & Hoseus, 2008; Toyota Global 
Site, 2020c). 
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At Toyota, monozukuri means “an all-encompassing passion for innovating 
and doing things well” (Liker & Convis, 2012, p. 229). Monozukuri links to a 
long Japanese tradition and philosophy of creating quality products and ser-
vices (Tiphtarajan et al., 2019). The concept is not mentioned in Coetzee, 
Jonker et al.’s (2019) true meaning of RFP, either figuratively or literally. 
However, the concept of hitozukuri (making people) is visible, although it is 
not mentioned specifically. Hitozukuri refers to the process of cultivating the 
spirit (or human capital) of an artisan through continuous learning, apprentice-
ship, mentorship and self-reflection or in short, cultivating a quality person 
(Tiphtarajan et al., 2019). 
 
Monozokuri is more apparent in Coetzee, van Dyk et al. (2019), in which the 
authors merged the results of the true meaning of RFP into an RFP framework 
(see Figure 2 in Article IV) that integrated the product value stream and the 
people value stream. Coetzee, van Dyk et al.’s (2019) framework can be said 
to support both monozukuri in the product value stream, and hitozukuri in the 
people value stream. 
 
Studying Coetzee, van Dyk et al.’s (2019) framework (see Figure 2 in Paper 
IV) shows that the framework is built up of what-to-do statements. Some of 
these statements are more concrete and tangible and can be more or less easily 
addressed by health and safety measures, such as: 
 

• Take care of people’s safety – reducing or eliminating tasks that are 
dangerous, injurious to their health, and physically strenuous 

• Take away non-value-adding tasks such as overproduction, over-pro-
cessing, waiting and work environment measures 

• Obtain more knowledge about how to prioritize orders and the pro-
duction schedule 

Other statements in the framework may be more complex to deal with. For 
example, how can one involve, motivate, develop or challenge one’s employ-
ees? On one hand, an employee may be involved through some kind of invi-
tation (visible). It may be more difficult to describe and teach how to interact 
with, and behave towards an employee because some of the things that hu-
mans do are invisible and we are not even aware that we are doing them. 
 
While I do not doubt that Coetzee, van Dyk et al.’s (2019) RFP framework is 
helpful for understanding and managing RFP, I believe it needs to be devel-
oped more, as it currently handles mostly know-what knowledge. To imple-
ment RFP I think a Lean leader needs more know-how; that is, how to moti-
vate, involve, and develop employees, etc. 
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The supermarket in Paper V (Ljungblom et al., 2022) would really have 
needed know-how. Much of what was done during the implementation of Lean 
was in direct conflict with the philosophy that the supermarket was planning 
to implement. To-do lists and action plans were not followed up on, hardly 
any time was put into the implementation itself, no extra resources in the form 
of staff were allocated, and new parallel projects were started at the same time. 
According to Hines et al. (2020), the organizational Lean maturity was low in 
the supermarket, and in sum one can say that the management were adding 
waste to the employees rather than reducing it. The employees had tools and 
methods but did not know how to use them properly, which is common in an 
organization with low Lean maturity. 
 
It has been shown for a long time that, when focusing on craftsmanship (Paper 
IV: Ljungblom & Lennerfors, 2021), knowing-that4 (the knowledge of tech-
niques, principles, codes and rules, fake Lean) is not sufficient. The absence 
of the all-important knowing-how was clearly demonstrated at the supermarket 
(Paper V, Ljungblom et al., 2022). According to Emiliani (2010), knowing 
how to do things in a good way is crucial; in other words, developing good 
skills, habits and practical knowledge to do real Lean (Emiliani, 2010). As 
suggested in Paper IV, it may even be the case that RFP can be interpreted as 
respect for craftsmanship, or RFC (Ljungblom & Lennerfors, 2021). 

5.1.3 Relationships between the Visible and Invisible Elements 
of RFP 

Sub-chapters 5.1.1 and 5.1.2 explain that the key principle of RFP can be dif-
ficult to understand given both definitional and translation issues. In my view, 
however, this is not enough because there is more to interpret and explore in 
the concept, such as the relationship between the visible and invisible ele-
ments. In order to explain the complexity of RFP, Schein’s (2017) levels of 
culture will be used as a framework. 
 
A culture, such as the Lean culture with the key principle RFP, can be analysed 
in three different levels according to Schein (2017). The term level refers to 
the degree to which the cultural phenomenon is visible to you as a participant 
or observer. These three levels vary from the very concrete, obvious manifes-
tations that you can see and feel to the deeply embedded, unconscious, basic 
assumptions that are defined as the essence of the culture. Some even call it 
its DNA (Liker, 2004; Schein, 2017). The three major levels of culture are 
artefacts, espoused beliefs and values, and basic underlying assumptions (see 
Sub-chapter 2.3). 
                               
4 Knowing-that is an accepted expression in craftsmanship research. Although it is not directly 
equivalent to know-what, I use the term from the same starting point: knowing what to do. 
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I will interpret the key principle RFP through Schein’s (2017) model (see Fig-
ure 16) and start with the artefacts. According to Schein, artefacts are a visible 
phenomenon you can see, hear and feel. Structural elements such as formal 
descriptions also belong to this level. An example of artefacts in RFP, as a 
concept, is the principle itself. The RFP principle is what we first encounter 
and try to understand. We read RFP and each word makes an interpretation of 
what RFP means based on our own thoughts and understandings. A formal 
description, which is a part of Level 1, could be a definition of RFP. It could 
also be methods, tools or standards that support the key principle RFP and the 
human side of Lean, such as questionnaires used in employee interviews, var-
ious templates used in work meetings, but also routines to form an interview 
or a meeting. 
 
The second level is espoused beliefs and values (Schein, 2017). Like Level 1, 
most of this second level is visible. The second level of culture espoused be-
liefs and values concerns how the different individuals’ (members of the or-
ganization) own thoughts and values are gradually transformed. For example, 
the RFP framework (see Figure 2 in Paper IV), philosophy and goals fall into 
this level. The second level also contains our agreements in the organization, 
such as how we treat customers, set priorities or define different roles in the 
group. Espoused beliefs and values often leave large areas unexplained. This 
level (and also the first level of course) leaves us with a feeling of only under-
standing a small amount of the organizational culture. 
 
To achieve a deeper understanding of the culture and to decipher patterns, we 
need to understand the third level: taken-for-granted underlying assumptions. 
Unlike the other two levels in Schein’s (2017) model, the third level is below 
the surface and what takes place at this level is invisible (see Figure 16). 
 

 
 
 
 
 
 
 
 
 
 
 
 

 
Figure 16: The key principle RFP in three different levels. 

(Invisible) 

(Visible) 
Artefacts – the key principle RFP, definition, and 
routines regarding employees 

Espoused beliefs and values, RFP framework, 
and agreements in the group/organization 

Taken-for-granted underlying assumptions.  
Values, religion, tacit knowledge and  
behaviour 

RFP 
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According to Schein (2017), when an organization’s problem solving works, 
this will be taken for granted and will become a natural way of working/prob-
lem solving for both groups and the organization. This is an example of a basic 
assumption. In addition, if the members belong to the same religion and/or 
have the same moral system, they reinforce each other and are taken for 
granted (Level 3). One could say that Level 3 is the result of an organization’s 
repeated success in changing beliefs and values. Now, according to Schein 
(2017), a mental map or a shared world of thought has been created. 
 
Toyota describes the process that led to the establishment of TPS in its Code 
of Conduct, stating that Toyota’s philosophy has been passed down from gen-
eration to generation throughout the company. In Schein’s eyes, that can mean 
that artefacts have become taken-for-granted assumptions over the years. It 
could be the same with RFP. Nevertheless, we must remember that the prin-
ciple RFP was a new key principle at Toyota. Nothing in Toyota’s previous 
TPS describes respect. As can be seen in Paper IV (Ljungblom & Lennerfors, 
2021), it was not until Toyota went global that the need to highlight the word 
respect emerged. 
 
When RFP is studied through Schein’s (2017) model, it is clear that RFP is 
present at all of the various levels, which can make RFP difficult to describe, 
understand and use, especially if we not are aware of the levels. 

5.1.4 Summary 
In this sub-chapter, I have concluded that it can be difficult to grasp RFP be-
cause the concept itself can be seen as threefold. The first part addresses the 
ambiguity of what RFP actually means, given its Japanese origin and how the 
words can be understood in different contexts. The second part of understand-
ing the concept concerns the research and how RFP is described in various 
definitions, for example. The third part of understanding RFP deals with the 
three different cultural layers in which RFP resides, and where some elements 
of RFP are visible and others are invisible. 
 
According to RQ1 (What understandings can enable Lean implementation?), 
it may not be a matter of using all three of the described parts of the RFP. Parts 
1 and 2 – which are that RFP is difficult to grasp and splits in different direc-
tions – might be hindering rather than helping an organization. As I see it, the 
part that matters most for an organization is the different cultural layers that 
RFP resides in. 
 
Artefacts, the visible first level in Schein’s (2017) model, are precisely about 
definitions, meaning and decided practices in the organization, as in the first 



 

 95

part of the RFP. However, instead of dealing with the RFP’s ambiguities in 
language and splintering definitions, the organization itself needs to define 
what the RFP and the different words in the concept (respect and people) mean 
to them. The organization needs to find its own definition to rely on. 
 
The second level, which is also mostly visible (espoused beliefs and values) 
may contain the RFP framework if agreed in the group, together with other 
descriptive documents and agreements. Once the visible elements of the RFP 
have been defined and understood by the Lean-implementing organization, it 
is then a matter of teaching, creating, empowering and developing the employ-
ees so that they can later use the various methods and available tools. 
 
Previous research (Coetzee, van Dyk et al., 2019) has provided methods and 
tools that can be used in a Lean implementation, such as both the RFP frame-
work and the people value stream. However, I am convinced that the how is 
missing in those methods. How can the organization develop and empower 
people? How can the organization implement Lean in a respectful way? What 
exists now deals mostly with what to do, what is visible? 
 
The organization must also learn to study the how and thus create an under-
standing of why things turn out the way they do when we do what we do. This 
is about getting a grip on the third and invisible level of Schein’s (2017) model 
– taken-for-granted underlying assumptions – and trying to understand it. RFP 
could be explained as a how-facilitator that can enable Lean implementation, 
where CI is implemented in a real Lean way, which means that waste is elim-
inated while people in the organization feel seen, enlightened and knowledge-
able. 
 
Conclusions regarding what understandings of RFP can enable Lean imple-
mentations, are as follows: 
 

• There are both visible and invisible elements of RFP.  
• An organization needs to sort, define, study and create knowledge 

about the visible elements.  
• An organization also needs to find the basic assumptions in order to 

understand the invisible parts of the RFP and to find the how, and why 
it is the way it is. 

• Organizations need more know-how (instead of know-what) to create 
real Lean. 

• RFP can be seen as the how – How we implement Lean.  
 
With that said, the focus now shifts to the invisible elements of RFP: ethics, 
leadership, and culture. 
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5.2 What Understandings of Ethics, Leadership, and 
Culture can enable Lean Implementations? 

Rother (2013) and Hines (2010) stated that it seems to be hard for Toyota 
employees to explain the unique thoughts, routines and acts at Toyota. It is 
just their normal way of work; it is within the Toyota culture. For example, if 
you asked someone what they did at work today, they would probably describe 
the duties they performed. However, some of the things we do without notic-
ing them, such as breathing, would probably not be included and can be an 
example of these invisible acts/behaviours at Toyota. 

 
The behaviours described above are called enabling aspects by Hines (2010) 
and underlying assumptions by Schein (2017). The Toyota culture includes 
behaviours, words and routines that the employees might not be able to de-
scribe. The invisible elements may have a deeper meaning in the Japanese 
context, which may be difficult for an employee in another country to under-
stand and grasp. It may take an extraordinary effort on the part of the individ-
ual to understand the RFP and possibly learn new routines and new behaviours 
(see Figure 1 in Paper IV). 

 
 
 
 
 
 
 

Figure 17: Understanding Lean and the connection with the national culture 
(Ljungblom & Lennerfors, 2021). 

 
Hines’ (2010) SLIM model was presented in Sub-chapter 1.1 (see Figure 2). 
In the figure, the invisible elements are defined as strategy and alignment, 
leadership, and behaviour and engagement. Bortolotti et al. (2015) termed 
those the human-related elements in Lean.  
 
Schein (2017) described the human-related elements as the building blocks 
that form the organizational culture, while Grigg et al. (2020) stated that the 
critical importance of underlying organizational values specified in leader-
ship, culture and behaviour is widely acknowledged. Grigg et al.’s (2020) 
statement is one of the reasons why I have changed the words below the sur-
face in Hines’ (2010) model. The new words are culture (strategy and align-
ment) and ethics (behaviour and engagement), as in Figure 18. Further reasons 

The Japanese culture (Toyota cul-
ture) and RFP 

(invisible) 

Lean Methods, Tools, Principles,  
Standards (visible) 
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why the words in the model have been changed are provided in Sub-chapter 
5.2, where each concept is discussed. 

 
 

 
 
 
 
 
 
 
 
 
 
 
 

Figure 18: The invisible elements in Lean, and RFP. 

 
In this chapter, the invisible elements of ethics, leadership and culture will be 
analysed and discussed based on RQ2: What understandings of ethics, leader-
ship, and culture can enable Lean implementations? 

5.2.1 Culture 
Before discussing the concept of culture itself, it is necessary to explain why 
Hines’ (2010) words strategy and alignment have been changed to culture. 
According to Schein (2017), culture is a powerful, latent and often uncon-
scious set of values, beliefs, thoughts and behaviours that are learned within a 
group or organizational context. How the leadership of the organization 
chooses to lay out its strategy and how the people in the organization try to 
work with the strategy, and also how they adapt, is part of the organization’s 
culture. Since culture is also, together with leadership and behaviour, seen as 
an important underlying organizational value according to Grigg et al. (2020), 
the word culture was selected. 
 
Every culture consists of a set of values and beliefs shared by the members of 
a group (Schein, 2017). In Paper IV (Ljungblom & Lennerfors, 2021), it can 
be read that organizational shared values are important for effectiveness and 
for building trust (Marksberry, 2011; Philipson, 2011), and the most success-
ful companies create consonance (Philipson, 2013). 
 

RFP 
(Visible – above the surface) 

(Invisible – below the 
surface) 

Culture 

Leadership 

Ethics 

Technology Tools Principles 
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According to Philipson (2011), when consonance occurs, the values of em-
ployees are in keeping with the values of the organization, regarding tradition, 
business idea, vision, and business goals. The culture becomes strong and cre-
ative and it is easier to communicate effectively and reach consensus because 
employees listen to each other and respect and trust each other’s knowledge. 
Organizational consonance seems to be an excellent start when an organiza-
tion is planning to implement Lean. However, the question is, what values are 
to be shared? 
 
Like any other culture, Lean culture is specified and contains values, rules, 
actions and history within which people are the moral representatives of the 
culture to which they belong (MacIntyre, 2013). As Paper IV shows, Lean has 
its origins in Toyota, which originated in Japan (Ljungblom & Lennerfors, 
2021). Therefore, TPS should have been shaped by the Japanese culture and 
religion (Taherimashhadi & Ribas, 2018; Wittrock, 2015), which is why it can 
be said that Lean is partly a product of Japanese values and traditions. If Lean 
is to be implemented, it should be Lean values, along with the organization’s 
other values, that need to be shared in the organization. 
 
In order to clarify the Lean values and also explore Lean’s connection to Jap-
anese values and traditions, the key characteristics of Lean will be reflected 
through Japanese culture and traditions (Wittrock, 2015). The purpose of do-
ing this is to demonstrate the importance of whether if Lean is to be imple-
mented in a different culture with different traditions, employees may need 
other things than employees in Japan; in other words, the invisible cultural 
elements. 
 
The first characteristic, long-term orientation (Wittrock, 2015), is visible in 
the Toyota Way and in Liker’s (2004) first principle: base your management 
decisions on a long-term philosophy. However, the concept of long-term ori-
entation can be linked to Japanese religions and traditions, as long-term ori-
entation is prominent in both Buddhist rebirth and Confucian ideas of preserv-
ing order and respecting elders (Wittrock, 2015). In Shintoism, the long-term 
orientation can be shown in rituals, such as when employees celebrate the 
founder of the company. The long-term perspective advocated in Lean can 
clash with Western values, which are more about short-term thinking and 
quick economic gains (Dahlgaard-Park, 2011; Oudhuis and Olsson, 2013; 
Wittrock, 2015).  
 
Paper V (Ljungblom et al., 2022) provides clear examples from the supermar-
ket (quick-fixes and no plans) of when long-term thinking has not been used, 
and the consequences thereof. Employees felt bad, lost engagement, and some 
even quit. The principle among long-term thinking is visible, but the mindset 
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and values around can be seen as one of the invisible cultural elements of the 
RFP. 
 
The second key characteristic is banish waste and serving society (Wittrock, 
2015). Prohibiting – or, rather, eliminating – waste is one of the first values to 
be enshrined at Toyota and is also perhaps the best-known value when talking 
about Lean. Lean is about eliminating waste and, from that perspective, it is 
very visible. However, banishing waste is much older than Toyota and can be 
seen in both a Zen society and Confucianism, as frugality and avoidance of 
waste are hallmarks of both philosophies. The frugality disposition is also di-
rectly linked to the service of the customer as a representative of society. Em-
ployees serve society when they voluntarily work overtime if the daily quota 
has not been reached due to problems on the production line, as loyalty is a 
hallmark of both Buddhism and Confucianism. The figure of the Buddha as a 
hard worker characterises the central figure of the Japanese Zen tradition, as 
well as the Buddha’s truth of seeing reality unfiltered and seeking the mindful 
discipline to continually improve oneself over time (Chiarini et al., 2018). 
 
Paper V (Ljungblom et al., 2022) identifies elements of key characteristics to 
banish waste and serve society. The employees really tried to make the imple-
mentation work and were extremely loyal to the company. One of the positive 
outcomes of the Lean implementation was the reduction of waste. The super-
market saved both money and time with the actions taken in the store. In the 
end, however, it turned out that instead of reducing waste from the employee’s 
tasks (such as poor planning, inability to allocate time, and disobedience), 
waste increased due to the lack of RFP. 
 
In the studied supermarket, employees used their own free time to complete 
their tasks in the Lean implementation, which was unusual in the organization. 
The organizational culture was and still is (as in most Western countries, prob-
ably) such that the employee is paid for his/her overtime. However, in Japan 
it is common to work overtime, partly unpaid, if tasks are not completed on 
time, and this may perhaps be part of the dark side of Lean that Salentijn et al. 
(2021) described. While this is something that should perhaps not be trans-
ferred to other countries, it may partly explain why Toyota has been so suc-
cessful. 
 
Eliminating waste, which is one of the key characteristics banish waste and 
serving society, is on visible. However, eliminating waste also has invisible 
cultural elements because the concept is part of Japanese culture that needs to 
be considered. The second element, serving the community, is not as obvious 
to transmit. Important values such as loyalty and duty must not get out of hand. 
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The third key characteristic is CI through practical knowledge (Wittrock, 
2015). CI is one of the key principles of Lean and is also the one that gets the 
most focus in Lean implementations in general, and also in the implementa-
tion in the supermarket (Ljungblom & Lennerfors, 2021). Lean was actually 
an add-on tool in the organization and RFP was not on the map. CI also per-
meates Liker’s principles (see Figure 8); in other words, CI is visible. 
 
The emphasis on CI and kaizen in Lean, and knowledge of these practices, 
aligns well with the religious practice in Japan for centuries (Wittrock, 2015). 
The methods aim at personal mastery and skill, as described in Confucianism, 
Buddhism and Shintoism. CI is also about teaching and learning every day, as 
advocated in Confucian thought, where learning emphasises the practical 
value of knowledge and skills. According to Rarick (1994), Confucianism be-
gins with individual growth and development through learning, knowledge 
and self-improvement, and the proper development of the individual is a Lean 
key issue, according to Meirovich and Romar (2004). Lean’s Genchi 
Genbutsu (go and see for yourself) is an example of practical learning 
(Wittrock, 2015), and I argue that monozukuri and hitozukuri are also exam-
ples of both learning and skills. 

 
Paper IV (Ljungblom & Lennerfors, 2021) describes Toyota’s philosophy of 
craftsmanship (takumi). In the West, it is said that it takes 10,000 hours of 
practice to become an expert, to become the best. In the Lexus video (Lexus 
Takumi, 2020), Toyota says it takes 60,000 hours to achieve takumi. Whether 
it is 10,000 or 60,000 hours of practice, the view of this perfected form of 
craftsmanship (excellent skills) is central to Toyota. This is the central impli-
cation of the RFP principle; namely, that it is not respect for just any people 
but respect for craftsmen who are trying to strive for takumi. 
 
Unlike Toyota, the craftsmanship (that is, the skill of the employees) was not 
respected by the supermarket managers, because, for example, a person 
trained in quality (a team leader) was not allowed to participate in the deci-
sions made and not listened to. That individual was one of those who resigned 
(see Paper V, Ljungblom et al., 2022). 
 
However, this way of learning, takumi, the kata-like perfection and desire to 
improve oneself along with the tradition of eliminating waste, is essentially 
Japanese and is also part of the invisible cultural element to take into account 
and can be linked to the fourth key characteristic: perfection through stand-
ardization (Wittrock, 2015). 
 
Standardization is visible in Liker’s (2004) principle standardized tasks are 
foundation for continuous improvement (see Figure 8) and is a well-known 
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Lean tool. Standardization was promoted in the 1920s by the Japanese gov-
ernment, which also brought quality and standards, both in Japanese society 
and in the production of, for example, housing materials and clothing 
(Wittrock, 2015). The standardization now seen in Lean is very much in line 
with religious rituals for personal development and perfection, as practised in 
Buddhism and in the house codes (from the codes of the samurai household), 
which imply discipline, rituals to ensure quality and to clean. I have not seen 
it anywhere but Toyota’s 5S tool5 could very well originate from the old tra-
ditional house codes. 
 
Paper IV (Ljungblom & Lennerfors, 2021) shows that structure and standards 
are recognized in the Japanese kata. Kata originates from predetermined 
movement patterns in budo (martial arts) that are transmitted from master to 
student and then used in everyday life. Kata practice begins at an early age 
and touches on everything from child baptism to parties, dating and funerals. 
Use of kata as a child must be very helpful when repetitive patterns and stand-
ardised processes are used later in working life, for example at Toyota. 
 
Paper V describes how the employees develop and use standards in their or-
ganization. Standards was another of the Lean tools that worked, at least in 
the beginning. When the follow-up interviews were conducted in the organi-
zation, it turned out that most of the standardization had begun to go back to 
old non-functioning routines. Standardization and perfection are additional in-
visible cultural elements that need to be considered. 
 
The fifth key characteristic, create flow and harmony in your efforts 
(Wittrock, 2015), is also visible in Liker’s (2004) principle continuous process 
flow to bring problems to the surface (see Figure 8). The efforts to create flows 
and aligning processes (such as takt-time) in Lean can be seen as a symbol of 
creating harmony: everything in the right place at the right time, which is a 
prominent Confucian value. Smoothing and avoiding friction is usually an im-
portant issue in Japanese culture, along with discipline, harmony and rever-
ence for ancestors. Creating harmony is a goal in Confucianism (Rarick, 1994) 
that is linked to strong personal discipline, which also blends well with Bud-
dhism (Wittrock, 2015). Creating harmony was not really something that the 
supermarket knew about. Paper V (Ljungblom et al., 2022) discusses the frus-
tration and hopelessness the employees experienced when the management 
did not listen to or respect them. 
 

                               
5 Originating from five Japanese words (the English word in use of 5S) – Seiri (sort), Seiton 
(stabilize), Seiso (shine), Seiketsu (standardize), and Shitsuke (sustain). The 5S tool is about 
standardizing a workplace by cleaning, structuring, etc. (Sörqvist & Bergendahl, 2021). 
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Japanese Zen Buddhism is also based personal reflection on daily life (han-
sei), especially the benefit of others, and the context in which we live. Toyota 
uses hansei to deal with problematic situations (Liker & Morgan, 2006), to 
create harmony (Wittrock, 2015). Hansei is beginning to be practiced by 
young children, who are asked to do it if they have done something wrong, 
reflect, come back and then express how deeply sorry they are for the failure, 
how they will improve and never do it again. The adult version, for example 
in a Lean organization, takes responsibility for the problems, is genuinely 
sorry and explains how to avoid repeating the mistake, often with a written 
plan. Hansei is the driven part of Kaizen (CI) (Liker and Morgan, 2006). I 
argue that the fifth key characteristic, creating flow and harmony in your ef-
forts, should also be considered and seen as an invisible cultural element. 
 
Another cultural problem that can arise during Lean implementation is the 
terms that Toyota (and Lean) use for its principles, methods and tools, previ-
ously in TPS and now in the Toyota Way. The terms were chosen because 
they are simple, common Japanese words (such as Kanban6, Muda7, and Kai-
zen) and were therefore selected to facilitate understanding and avoid misun-
derstandings by the Japanese employees (Sörqvist & Bergendahl, 2021). The 
terms are well known in the Lean concept in the Western world, but need to 
be learned and understood by those who do not understand Japanese. The de-
scribed translation problems that may arise can also be an invisible cultural 
element that needs to be addressed. 

 
The importance of culture, and understanding it, became visible when Toyota 
expanded its operations in all countries of the world (Ljungblom & Lenner-
fors, 2021). Toyota developed TPS into the Toyota Way, and suddenly en-
countered problems that had never been encountered before. Written docu-
ments were now needed to try to explain what was had been done at Toyota 
in Japan. 
 
Several researchers (e.g., Erthal & Marques, 2018; Oudhuis & Olsson, 2015; 
Pakdil & Leonard, 2016; Taherimashhadi & Ribas, 2018; Wangwacharakul et 
al., 2014; Wittrock, 2015) have considered that the significant cultural differ-
ences between Japan and Western countries (see Table 1 and Figure 11) may 
be crucial in Lean implementation. Pakdil and Leonard (2017) even argued 
that Lean practices may be ineffective in countries outside Japan due to dif-
ferent cultural values. 
 

                               
6 Kanban literally means sign board. It is a type of scheduling system that indicates what to 
produce, when to produce it and how much to produce (Liker, 2004). 
7 Muda means waste (Sörqvist & Bergendahl, 2021). 
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Other researchers have pointed out the differences in culture. Nakane, for ex-
ample (in Erthal & Marques, 2018), highlighted the Japanese cultural and his-
torical influence on organizational management, arguing that it may not be 
transferable to other settings. Some Japanese Toyota managers have also 
pointed out the cultural differences and described the difficulties that can arise 
(Sugimori et al., 1977). 
 
However, Oudhuis and Olsson (2013) and Wangwacharakul et al. (2014) ar-
gued that it would not be impossible to implement Lean in Swedish organiza-
tions, for example, but it would involve a clash between Japanese and Swedish 
culture and between Japanese and Swedish core values. Both studies showed 
differences between Japanese and Swedish values – which I term invisible 
cultural elements – that should be taken into account when a Swedish organi-
zation embarks on Lean work (see Figure 11). 
 
Lean is to be implemented in a Swedish culture or not, it is necessary to study 
one’s own organization first and try to understand how it works/does not work. 
This was totally missed by the supermarket, which jumped on the Lean jour-
ney without proper planning and the results were consequently poor 
(Ljungblom et al., 2022). Organizational analysis is necessary to adapt the 
Lean implementation to the development of the organization, as shown in Pa-
pers II, IV and V. 
 
Factors have been identified that facilitate Lean implementation and are also 
fundamental to implementation, such as an embedded culture of quality man-
agement (Chiarini & Brunetti, 2019), committed managers (Yadav et al., 
2017) and a willingness to change (Oudhuis & Olsson, 2015), and might also 
be studied, such as quality management. Japan has a much longer tradition of 
quality development in its organizations, and it is not difficult to understand 
why they have been called experts in this field (see Table 1). Toyota is already 
in Phase 3 of the Lean maturity framework (Hines et al., 2020), while most 
organizations in the West, such as the supermarket (Ljungblom et al., 2022) 
are trying to implement and relate to Phase 1. In other words, it is necessary 
to first identify and capture the organization’s challenges, processes, and 
unique factors (Amaro et al., 2020) and also measure the Lean maturity of the 
organization (Hines et al., 2020). 

5.2.1.1 Summary of the Cultural Part 
The Lean toolkit and its principles have been created in a Japanese organiza-
tional environment influenced by Japanese culture, religion and traditions. 
Japanese customs, practices and traditions do not come naturally to people in 
other countries; for example, they have probably not been trained in kata or 
hansei and have probably not grown up with Confucianism, Buddhism or 
Shintoism, or learned to speak Japanese. 
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Some of the cultural differences are visible, such as written structures, pro-
cesses, routines (artefacts) and goals, visions, definitions (espoused beliefs 
and values), while many others are cultural values (basic underlying assump-
tions) that are more difficult to grasp because they are often invisible. For 
those of us who do not work at Toyota in Japan, these invisible cultural ele-
ments of the RFP first need to be highlighted and then written down and then 
tried to be learned step by step. It has been shown that Lean is less about tools, 
methods and principles than about procedures and routines – patterns of 
thought and action – and by repeating them daily, people from cultures other 
than Toyota’s, may be able to achieve the desired results. 
 
Japan’s cultural advantage in terms of quality is something that also needs to 
be highlighted and understood. Many organizations in the West have barely 
reached Lean maturity Phase 1, while Toyota is well into Phase 3 and still 
feels it can improve. 
 
Making these invisible cultural elements visible consists primarily of noticing 
the differences. It is then important to educate that the differences in culture 
are understood and managed if necessary; to create an understanding of why, 
for example, standards are needed in an organization. 
 
Based on RQ2 (What understandings of ethics, leadership and culture can 
enable Lean implementations?), the conclusions regarding culture are as fol-
lows. The organization needs to understand: 
 

• The Lean culture and its connection with the Japanese culture. 
• The importance of reaching consonance in the organization. 
• The need for an organizational analysis as a first step before Lean im-

plementation, which should show what the organization can maintain, 
develop or reject, in terms of cultural elements such as values, routines 
and principles. 

• The principles regarding kata and hansei and letting the employees 
practice this. 

5.2.2 Ethics 
Values are a comprehensive part of our everyday lives because a value is 
something that indicates what an individual, group, organization or culture 
considers worth striving for. There is a link between behaviours and values 
since our behaviours are influenced by our values and when we behave, we 
behave ethically. In other words, ethics is something fundamental that should 
be discussed in all fields of research, including Lean. 
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Grigg et al. (2020) argued that the underlying values of Lean are leadership, 
culture and behaviour. Even Hines (2010), in his SLIM model (see Figure 2), 
described one of the invisible elements below the surface as behaviour and 
engagement. As ethics are important and ever-present in our behaviour, I have 
modified the SLIM model so that behaviour and engagement become ethics. 
Since engagement is a value, it is related to ethics as well (see Figure 17). 
 
In Sub-chapter 1.2 I argued that Lean research does not include new perspec-
tives and horizons, and Paper II (Ljungblom, 2014) demonstrated a lack of 
interest in ethics when studying Lean research. In the 2014 study, I found no 
articles on Lean and ethics. The literature search for Paper II was for a 
healthcare context, so this may have been a limiting factor. In February 2022, 
I conducted a simple Google Scholar search using the same three search terms 
as in the 2014 study (Lean, ethics, health care, in the title) and it resulted in no 
articles. A second attempt, using only the words Lean and ethics (also in the 
title), showed nine articles, two of which were my own. There is still a gap in 
this area, although interest in ethics in Lean research has increased somewhat. 
This gap needs to be filled with research on ethics in a Lean context, and that 
is another reason why ethics is highlighted in this thesis. 
 
Paper II (Ljungblom, 2014) and Paper III (Ljungblom & Lennerfors, 2018) 
describe minimalistic and maximalistic ethics. Both forms of ethics are used 
to tackle issues such as management and professional ethics. Minimalistic eth-
ics is described as a way to avoid doing wrong; in other words how not to act 
incorrectly (Philipson, 2004). This kind of ethics is visible and can be seen as 
a set of particular obligations – a code of conduct or other principles to follow. 
 
Maximalistic ethics is more an affirmative ethic where the person becomes a 
role model rather than just doing his or her duty. These acts cannot be forced 
by the organization, like the minimalistic ones. In this view, the person wants 
to do good actions and have a good character. The result from Paper II 
(Ljungblom, 2014) showed not only the lack of ethics. Paper II also stressed 
the importance of ethical awareness and striving for a maximalistic ethical 
approach to achieve better results in the organization. The result in Paper III 
(Ljungblom & Lennerfors, 2018) showed that maximalistic ethics can be seen 
as virtue ethics. 
 
There are also ethical approaches other than virtue ethics, such as consequen-
tialism and deontology, which can be seen as less abstract and easier to under-
stand (Rachels & Rachels, 2015). All ethical approaches claim that ethics is 
part of a person’s actions. Unlike consequentialism and deontology, virtue 
ethics emphasises the person rather than the acts and looks to the importance 
of developing good character. 
 



 

 106 

Virtue ethics also does not aim to give advice on how to behave in a given 
situation, as deontology and consequentialism do, but rather provides a view 
on how ethics can be understood. Rachels and Rachels (2015) described this 
as a processual, dynamic interaction between people and acts. The very fact 
that a person can shape his or her ethics and character is one of the reasons 
why virtue ethics (maximalistic ethics) can be considered more applicable to 
Lean than any of the other ethical approaches. 
 
Another reason for selecting virtue ethics is the connection to Japanese reli-
gions and philosophies (see Sub-chapter 2.3). Confucianism, which is seen 
more as a philosophy than a religion, has shaped the Japanese to some extent. 
Confucianism is about character and the five relationships (Rarick, 1994) that 
form the basis of social interaction in Japanese society: loyalty to people above 
you, closeness, distinctions in duty, mutual trust, and respect for age and sen-
iority. While there are undoubtedly significant differences between Confu-
cianism and Western virtue ethics, there is a prima facie similarity between 
them in their concern for character and the question of what kind of person 
should one become? 
 
Japanese Zen Buddhism also has virtues that strengthen character: self-control 
and being of service to others, for example (Rarick, 1994). The Buddha’s truth 
of seeing reality and seeking the conscious discipline to improve oneself over 
time may also be an important element that shaped Japanese culture. Having 
said this, virtue ethics can be described as being similar to belief systems in 
Japanese culture and religion. 
 
In Paper III (Ljungblom & Lennerfors, 2018), project management students 
and project managers were asked to answer a questionnaire with three ethical 
dilemmas. The study showed that the respondents used virtue ethics (such as 
courage, truthfulness and moderation) and avoidance of vices (such as the 
weakness and cowardice of the will). The study showed that the respondents 
referred to character traits to support their ethical decision-making, at least 
when they describe ethics in a text. 
 
To understand RFP, one must clearly understand what employees do or do not 
do (Ljungblom & Lennerfors, 2021). Hitozukuri (making people) refers to the 
process of cultivating a craftsman’s spirit through continuous learning, ap-
prenticeship, mentorship and self-reflection; in short, cultivating a quality per-
son (Tiphtarajan et al., 2019). Paper IV (Ljungblom & Lennerfors, 2021) pre-
sented Toyota’s hitozukuri. Hitozukuri, or how to develop people, is based on 
employees understanding the content of the job, being confident in their suc-
cess, being eager to take on new challenges, offering a space to think and see-
ing themselves making progress. Hitozukuri can also be related to Japanese 
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religion by seeing the blessed power of ancestors and humans (Shintoism), 
benefits to others (Zen Buddhism) and the development of the individual 
(Confucianism). As I see it, hitozukuri is an invisible ethical element at Toyota 
and in the Lean culture that must be taken into consideration. 
 
Theories of craftsmanship, such as Toyota’s monozukuri or takumi (Paper IV, 
Ljungblom & Lennerfors, 2021) consider skilled work with physical and 
physical involvement in things. The nature of this commitment is what leads 
to good quality (Coeckelbergh, 2012). As can be read in Paper IV (Ljungblom 
& Lennerfors, 2021), craft means practical knowledge: knowing-how, rather 
than knowing-that. Knowing-how is often seen as embodied habits (basic un-
derlying assumptions), which are often tacit knowledge and is a central part 
of the invisible ethical elements. 
 
In focus of craftsmanship, it has been known for a long time that knowing-
that (the knowledge of techniques, principles, codes and rules, fake Lean) is 
not enough (Ljungblom & Lennerfors, 2021). The important thing is to know-
ing-how to do things well; in other words, develop good skills, habits and 
practical skills to achieve real Lean. The good character in craftsmanship 
should not only be understood in a technical sense but also in an ethical sense. 
Therefore, craftsmanship can be seen as ethics (Ljungblom & Lennerfors, 
2021), and can also be a part of the invisible elements of RFP. 

5.2.2.1 Summary of the Ethical Part 
Ethics are fundamental to people’s everyday lives because our values influ-
ence our decisions and actions. There are different ethical approaches, such as 
virtue ethics, consequential ethics and deontology. Virtue ethics do not aim to 
give advice on how to behave (like the other two), but instead give a view on 
how ethics can be understood and that people can shape their own ethics, their 
own character, which is why virtue ethics can be considered more applicable 
to Lean. 
 
The maximalistic ethics, being a role model and having a good character, can 
be seen as virtue ethics, as opposed to the minimalistic ethics, which is more 
a set of specific obligations – a code of conduct or other principles to follow. 
Ethical awareness and striving for a maximalistic ethical approach is im-
portant to achieve better results in the organization. 
 
Virtue ethics are similar to belief systems in Japanese culture and religion, 
mainly in terms of concern for person and character. Hitozukuri can also be 
related to Japanese religion and can be seen as an invisible ethical element in 
the Lean culture that needs to be taken into account. 
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Toyota’s monozukuri or takumi (craftsmanship) lead to good quality. Crafts-
manship is about knowing-how and is often seen as embodied habits (basic 
underlying assumptions), tacit knowledge, and is also a central part of the in-
visible ethical elements. 
 
Based on RQ2 (what understandings of ethics, leadership and culture can en-
able Lean implementations?), the conclusions regarding ethics are as follows. 
The organization needs to understand: 
 

• Virtue ethics (maximalistic ethics), which can be seen as more appli-
cable in a Lean context and useful in a Lean implementation. 

• The need to understand the invisible elements of RFP, craftsmanship 
and hitozukuri, as part of the virtue ethic.  

• The importance of knowing-how, which is often tacit knowledge and 
a central part of the invisible ethical elements. 

5.2.3 Leadership 
When Lean is to be implemented, it has been shown that leadership and how 
the implementation itself takes place is a critical factor for the implementation 
to be successful and last over time (Paper I, Ljungblom, 2012). Several studies 
have even claimed that leadership is the strongest factor (Albliwi et al., 2014; 
Dahlgaard et al., 2011; Grigg et al., 2020; Ingelsson et al., 2020). 
 
Albliwi et al. (2014) identified lack of management attitude, commitment and 
involvement as the most critical failure factors in implementation, while Mann 
(2009) stated 80 per cent of the effort in Lean transformation is expended on 
changing leaders’ practices and behaviours and mindset. The social system in 
Lean, together with the way Toyota leads and manages its employees, is the 
heart of Toyota’s success and leads to successful behavioural patterns and an 
effective Lean culture (Schwagerman & Ulmer, 2013; Yadav et al., 2017). 
The social system in Lean can be seen as the key principle RFP. 
 
According to Mann (2009), a Lean-leader must have a passion for Lean, to-
gether with disciplined adherence to process, project management orientation, 
ownership and effective relations with support groups. Such a person also 
needs beliefs, behaviours, and competencies that demonstrate RFP, motivate 
people, improve business conditions, ensure effective utilization of resources, 
and eliminates confusion and rework, as can be read in Paper I (Ljungblom, 
2012). 
 
Paper I (Ljungblom, 2012) shows that Lean leadership can be seen as a mix-
ture of management and leadership. In other leadership models, those are often 
separated: management is seen as a function, planning, budgeting, evaluating 
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and facilitating (the organizational perspective), while leadership is viewed as 
a relationship, selecting talent, motivating, coaching and building trust – the 
human perspectives and more related to behaviour and psychology. 
 
However, in the same the paper (Paper I), I showed that many authors deem 
the need for a different kind of leadership in organizations using Lean because 
of the specific needs of a Lean organization (e.g., Emiliani, 1998; Halling & 
Renström, 2014; Liker & Convis, 2012). The leaders need a mindset shift to 
build organizational Lean cultures based on shared value for people and CI 
(Grigg et al., 2020). 
 
With these research findings in mind, it seems reasonable to use some kind of 
leadership model that can be helpful in a Lean implementation. Paper I 
(Ljungblom, 2012) and this thesis (Sub-chapter 4.1) show two different types 
of leadership models: Lean leadership behaviours (LLB) and developmental 
leadership (DL). Paper I demonstrates that LLB and DL were similar in that 
they both had a behavioural management purpose, focused on role models and 
advocated a frequency of developmental/value-adding behaviours. The main 
difference between the two models was that the LLB had two different pur-
poses. The main purpose was to eliminate waste (CI) in the product value 
stream supported by the second purpose; to create value-creating behaviours. 
 
At Toyota, the Japanese management style is used (Amaro et al., 2020), and 
Ohno (1988) described TPS management as management through ninjutsu (art 
of invisibility). Ninjutsu reflects the Japanese character and culture, which 
means that Toyota’s managers actively try to improve themselves and their 
skills (Liker & Convis, 2012), which is partly based on Confucianism. This 
behaviour is similar to DL, which focuses on improving both the employees 
(including the leader) and the organization itself. 
 
According to Ohno (1988), leadership through ninjutsu also describes the 
Toyota manager in the image of the leader’s personality. According to Toyota, 
a leader is a humble person who can see opportunities for improvement in 
him/herself and others, as in Confucianism, for example. A Toyota leader 
leads from behind rather than from the front. In the Western world (see Chap-
ter 2 in this thesis), the leader is rather personified as a charismatic, heroic, 
solo-visionary orator and super boss who stands against the tide and gets peo-
ple to go with him/her. 
 
Culture is also about how a leader leads and this can look different depending 
on the context in which the leader finds him/herself. If Western leadership 
looks like the type that Ohno (1988) described, it is very different from Japa-
nese leadership. However, I do not believe that Swedish leaders, for example, 
need to follow the Japanese leadership model entirely, as I think the majority 
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of Swedish employees expect a different type of leadership. However, Swe-
dish leaders might be able to learn something from Toyota and Japan, such as 
humility. 
 
Leadership at Toyota is seen as crucial and Toyota has made decades-long 
investments in employee development (Liker & Convis, 2012). Leaders at 
Toyota must develop themselves to a certain level before they can take re-
sponsibility for developing others and leading the organization to achieve 
challenging goals. I have not investigated how Swedish organizations do this, 
but my experience working in or with different organizations tells me that this 
is not the case. Leaders usually receive no leadership training at all in the or-
ganization or, if they are lucky, they may be sent on a three-day training 
course. The idea of a more long-term leadership training is appealing to me. 
 
In DL, the purpose focuses on making the leader aware about their own be-
haviours and, if necessary, develop or change them so their co-workers and 
organization gain developmental advantages (Paper I, Ljungblom, 2012). In 
LLB, the focus is on making leaders aware of what wrong behaviours can cost 
or cause the organization. DL is more clearly focused on the relation between 
the leader and co-worker. Even if LLB does not have this obvious or visible 
relation, it is underlying in RFP, one of the two key principles that character-
izes both models. 
 
In terms of purpose, both models seek to find leadership that supports devel-
opment, whether it is leadership and employee development or organizational 
development. Words that create value and promote such development include 
trust and faith. The similarities between the two models, but especially the 
differences, could form a common model for a Lean leader – Developmental 
Lean leadership (DLL). 

5.2.3.1 Creating a Developmental Lean Leadership model 
In Paper I (Ljungblom, 2012) it was proposed to merge the two studied models 
DL and LLB into one model. This model would take the good parts from both 
models and merge them into one. I will do that in this sub-chapter but also 
develop the model with additional Lean concepts such as product and people 
value stream, culture and real Lean. 
 
The first step in merging the two models is to study the basic, overarching 
foundations of the two models. DL is characterized by (1) the leader acting as 
a role model and (2) asking questions about morals and ethics while observing 
tangible core values. DL is seen as a mental approach (a state of mind) and is 
consequently related to behaviours (Larsson et al., 2017). 
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The LLB concept has been developed to support the RFP principle and facil-
itate the development towards a Lean culture (Emiliani, 2008); in other words, 
show mutual trust, respect the role of others, solve problems, make work more 
satisfying and take organizational performance to an even higher level (Wom-
ack, 2008; Toyota Global Site, 2020a). When the two characteristics of DL – 
DL 1 and DL 2 – are compared with LLB, it is clear that the basis of the two 
models is similar, and that there should be no difficulties in merging them. 
 
DL 1: In LLB, the role model behaviours are called behaviours that create 
value instead of developmental behaviours as in DL. However, the meaning 
is the same – behaviours that make people grow, work more efficiently, and 
make them feel satisfied. 
 
DL 2: LLB are the behaviours that add or create value, such as trust, generosity 
and patience, and the more of these behaviours, the better the results. Thus, 
there is a relationship between ethical leadership behaviours and the frequency 
of behaviours over time, which is also found in DL. 
 
With this result, the overall basis of the DLL will be: 
To act as a role model and support the development towards a real Lean cul-
ture. 
 
In terms of purpose, DLL strives to find a leadership that supports employee 
and organizational development and support both product and people value 
stream. DLL will be a mental approach (a state of mind) and is consequently 
related to behaviours.8 
 
The second step in merging the two models is to study the coordinate system 
that DL uses in its model. DL uses two axes (see Figure 19): organizational 
results, and individual development. Different leadership styles are placed be-
tween the axes. DLL uses DL’s two-axis coordinate system, but develops with 
a different starting point, which also affects the content between the axes. 
 
Research in the field of Lean implementation has found that cultural develop-
ment and change are crucial (Amaro et al., 2020; Kusy et al., 2015; Liker 
2004; Taherimashhadi & Ribas, 2018). In order to change the culture, the peo-
ple within the culture must also change. According to Mann (2009), 80 per 
cent of the effort in Lean transformation is expended on changing leaders’ 
practices, behaviours, and mindset. Therefore, the vertical axis, named indi-
vidual development, gets another component – cultural development.  
 

                               
8 Since DDL is a merger of the DL and LLB models, I retain part of DL’s purpose; DLL will 
be a mental approach (a state of mind) and is consequently related to behaviour. 
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The horizontal axis in DL handles the organizational results. A missing ele-
ment in DL while comparing DL with LLB in Paper I (Ljungblom, 2012) was 
the improvement of processes and finding waste (both behavioural and pro-
cess waste), which is important for improving an organization. Studying the 
Toyota Way and Toyota requires both key principles (CI and RFP) to reach 
success – real Lean. Therefore, real Lean complements the axis named or-
ganizational results. 

 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 

 
Figure 19: The Developmental Lean Leadership (DLL) model, produced by the au-
thor. The basis of the model is DL, and the complementary concepts are italicized in 
the model. 

 
The third step merging the two models studies the destructive leadership in 
the DL model. Destructive leadership has a negative impact on areas such as 
job satisfaction, motivation and confidence, and can create problems such as 
stress and emotional fatigue (Fors Brandebo et al., 2018; Larsson et al., 2017). 
The nearest manager’s behaviours affects the relationship with the employee, 
and employees of destructive leaders also tend to have a negative attitude to-
wards the organization as a whole. 
 
Destructive leadership can be compared to LLB in terms of its fat behaviours: 
behaviours that add no value to the organization and are just wasteful. Exam-
ples of fat behaviours are selfishness, passivity, blaming, revenge, humiliation 
and elitism. Fat behaviours can also be recognised as a lot of talk but no action, 
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lack of creativity, and under-utilisation of employees’ talents/skills (Paper I, 
Ljungblom, 2012). 
 
There are a lot of similarities between fat behaviours and destructive behav-
iours, and if we do not eliminate those kind of behaviours, according to Emi-
liani (2008), there is a risk that the organization will “block the flow of infor-
mation, undermines teamwork, causes delay and re-work, focus people’s at-
tention on problem avoidance and obfuscation, lowers job satisfaction, and 
makes it much more difficult to satisfy customers” (p. 40). Both DL and LLB 
state that it can be ruinous for the leader to use destructive (fat) behaviours. 
So, in the DLL model, fat behaviours complementing the destructive leader-
ship (see Figure 19). 
 
The fourth step in creating a DLL model is to study the space between the axes 
– called the developmental part in the DL model – and then merge it with LLB. 
As shown in Paper I (Ljungblom, 2012), DL is a Swedish leadership model 
developed from Bass’ transformational leadership (Larsson et al., 2017). As a 
comparison to transformative leadership, he used transactional leadership 
(also called managerial leadership), which is a controlling and often masterful 
leadership that does not develop the individual, culture or organization but can 
be effective in crisis and emergency situations. In DL, transactional leadership 
is called the conventional leadership with the same content. 
 
Conventional leadership is still useful in some circumstances, but needs to be 
developed in a Lean context. One of the conclusions of Paper I (Ljungblom, 
2012) was that LLB had a purpose that clearly overrides the behavioural one: 
CI with focus on eliminating waste. Emiliani (2008) stated that conventional 
management practices does not recognize the existence of waste. In a Lean 
context, the leader must handle the waste, so conventional leadership is de-
veloped with the product value stream (see Figure 19) as an initial way of 
noticing the waste in a process. 

 
Furthermore, the developmental part in DL, as previously mentioned, is char-
acterized by the leader acting as a role model and raising questions of morals 
and ethics whilst observing perceptible core values, and shows personal con-
sideration by providing support as can be read in Paper I (Ljungblom, 2012). 
This type of leader also provides inspiration and motivation to promote par-
ticipation and creativity. These characteristic behaviours form DL support the 
reaching of higher performance and development for both individual and or-
ganization. The characteristic behaviours to reach DL are: exemplary model 
with authentic, individual consideration, and inspiration and motivation. 

 
In a Lean context, DL characteristic behaviours and achieving goals can be 
recognizable in the people value stream (see Figure 2 in Paper IV) and the 
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RFP framework. LLB reduces waste from behavioural processes, which is 
also part of the people value stream. Therefore, to be aware of the behavioural 
waste and processes, working with and develop the people value stream is the 
new and complementary characteristic behaviour for a DLL leader. 

5.2.3.2 How can DLL support RFP 
Once a proposal for a new leadership model has been developed, it must be 
verified that the model supports RFP, which is considered crucial to achieve 
real Lean (Yadav et al., 2017). The question is whether the DLL supports 
RFP. 
 
First of all, DLL is a mental approach (a state of mind) and is related to be-
haviours. The purpose of DLL is to find leadership that supports employee 
and organizational development, but also supports both product and people 
value stream. The purpose alone is a development and, in any case, an ex-
pressed attempt to actively support RFP as people value stream is highlighted 
in a way that has not been done before. The overarching foundation of DLL – 
to act as a role model and support the development towards a real Lean cul-
ture – also supports RFP because real Lean cannot exist without RFP. It may 
be to kick in open doors with these examples, but it still needs to be done. Let 
us continue with the model itself. 
 
In Paper I (Ljungblom, 2012), DL describes how to act like a role model (in 
the paper it said exemplary acting) and the meaning is still the same in DLL. 
To act like a role model is to: 
 

• Act like you talk and to have courage to lead the group, even in diffi-
cult situations 

• Shows humanistic values, demanding loyal, moral and ethical behav-
iours by co-workers 

• Be responsible to the organization and to co-workers’ well-being 
• Assume full responsibility when mistakes are made and share the re-

sponsibility for successful measures 

These behaviours support a Lean culture and form the basis for achieving 
RFP. For example, trust and respect are humanistic values, and if a leader de-
mands loyal, moral and ethical behaviours from his/her employees, he/she 
must practice them too in order to be a role model. For this to happen, the 
leader must address issues of morality and ethics while observing noticeable 
core values and showing mutual trust and respect for others and the role of 
others, solving problems, making work more satisfying and taking the organ-
ization’s performance to an even higher level. 
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If a leader assumes full responsibility when mistakes are made, and shares the 
responsibility for successful measures, he or she will gain trust and respect but 
also create the conditions for equal opportunity and for excellence and em-
ployee engagement, which are a part of the Lean culture. Developing and chal-
lenging people (see people value stream: Figure 2 in Paper IV) can also 
strengthen this and give the people empowerment. A developmental Lean 
leader can create the conditions to give employees emotional and practical 
support. Such leaders can also promote participation with proactive commit-
ment and form attractive future status that gives responsibility. Leaders can 
also encourage employees to come up with new ideas. The more responsibil-
ity, trust and commitment people get, the more autonomy they feel – it is a 
positive spiral. 
 
RFP highlights a team approach, with consensus and effective communica-
tion. A team approach is handled by the people value stream by implementing 
teamwork as the foundation of the organization. Communication and consen-
sus is taken care of by the model itself. Since LLB is merged into DLL, be-
havioural processes (like communication processes to reach consensus for ex-
ample) are an important process to handle and improve. 
 
An effective leader and co-worker considering communication must be aware 
of the communication behaviours that add value and try to use them as much 
as possible. At the same time, it is necessary to erase the fat behaviours in the 
process, to be blurry, act for their own gain, disrespect, etc. Effective commu-
nication is about removing waste from communication processes (fat behav-
iours) and from people’s daily tasks. 

5.2.3.3 Summary of the Leadership Part 
Lean leadership is said to be special. A Lean leader must have a passion for 
Lean, process knowledge, project management orientation and a good under-
standing of teams. He or she must also demonstrate behaviours and compe-
tencies that support RFP.  
 
Leadership in Japan is part of culture and tradition. The Japanese management 
style is described as leading through ninjutsu and, at Toyota, leaders are de-
veloped through decades-long programmes and must reach a certain level be-
fore they are given responsibility for developing others and leading the organ-
ization.  
 
The similarities and differences of the DL and LLB leadership models could 
form a common model for a Lean leader – Developmental Lean leadership 
(DLL). 
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DLL merges the good parts of DL and LLB. The new model has also been 
developed with Lean concepts, such as product and people value streams, cul-
ture and real Lean, and is based on acting as a role model and supporting the 
development towards a real Lean culture. 
 
In terms of purpose, DLL strives to find leadership that supports employee 
and/or organizational development and supports both the product and people 
value streams. DLL will be a mental approach (a state of mind) and is conse-
quently related to behaviours. 
 
In DLL, role modelling and behaviours support a Lean culture and form the 
basis for achieving RFP. A DLL leader should be aware of his/her value-add-
ing communication behaviours and try to use them as much as possible while 
removing the fat behaviours (being unclear, acting for personal gain, lack of 
respect). 
 
Based on RQ2 (what understandings of ethics, leadership and culture can en-
able Lean implementations?), the conclusions regarding leadership are as fol-
lows. The organization needs to understand: 

 
• The importance of a long-term leadership development with training 

and follow-up. 
• Leadership can be developed through ninjutsu and hansei. 
• Special Lean leadership is needed to create a Lean organization. 
• DLL whose purpose is to support both employee and organizational 

development in working with the product and people value stream. 
• DLL meets the needs of a Lean leader: to act as a role model and 

support the development towards a real Lean culture. 

5.3 How can these Understandings form a Normative 
Framework for Lean Leaders? 

If a leader wants to introduce Lean in his/her organization and the leader has 
understood that RFP with all its elements – both invisible and visible – are 
important in the process, how can the leader get support and help in the im-
plementation process? 
 
One way is to highlight the invisible parts during the implementation process 
and discuss similarities and differences between the organization’s culture and 
the desired culture. After this has been done and documented, the changes 
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required and any barriers to change in the desired direction are also docu-
mented. That is, the leader must create the conditions for achieving the desired 
development and new results through training. 
 
Just as there is a the Toyota Way house that Toyota used to explain what 
should be done, a Lean leader could use a kind of frame to explain how the 
implementation of RFP and real Lean can happen. In the frame, the invisible 
elements uncovered in the thesis could be implemented to make these ele-
ments, which are often so important, visible and create better conditions. 
 
The purpose of this thesis was twofold. The first part was to develop alterna-
tive understandings of RFP and relationships to ethics, leadership, and culture 
in Lean implementations. The second part was to suggest a normative frame-
work helping leaders to achieve real Lean. 
 
The first part of the purpose has been discussed, so we now turn to the second 
part. 

5.3.1 A Normative Framework for Lean Leaders – the RFP 
House 

To achieve success in Lean implementation, the key principle of RFP is crucial 
(Paper IV, Ljungblom & Lennerfors, 2021) and organizations must strive for 
real Lean so that Lean can become more than just an add-on tool. Based on 
previous reasoning, the ultimate goal, in an organization that wants to imple-
ment real Lean, should be to strive to achieve the visible and invisible elements 
of the RFP. To help leaders create the conditions to do this, some kind of frame-
work would be helpful. In this discussion I will use the Toyota Way house (see 
Figure 6) to analyse how a normative framework can look. The normative 
framework for Lean leaders is henceforth referred to as the RFP house. 
 
In my proposed RFP house, the key principle of RFP is the roof of the house 
(the goal). 
 

Figure 20: The roof of the RFP house.  

If there is a roof, it needs to be supported in some way. In this case, as in the 
Toyota Way house, the support is two pillars. In order for the pillars to stand 
firmly, a foundation is also needed. I begin by describing the foundation. 

RFP 
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The foundation of the RFP house. Minimalistic ethics and 
organizational culture. 
In Papers I (Ljungblom, 2012), III (Ljungblom & Lennerfors, 2018) and V 
(Ljungblom et al., 2022), minimalistic and maximalistic ethics were dis-
cussed. Minimalistic ethics is the moral foundation of an organization. It can 
be codes of conduct, principles and values discussed and agreed upon in the 
organization. In an organization, minimalistic ethics are used to create a moral 
standard/foundation to help employees set a moral compass and avoid prob-
lems and/or scandals, for example. 
 
The minimalistic ethics, just like in an organization, are also the moral foun-
dation in the RFP house and thus one of the bricks of the foundation. The other 
brick in the foundation is the organizational culture. As discussed in Chapter 
5, it is essential to know what differentiates an organizational culture from 
Lean culture and real Lean. The organization needs to find out what is im-
portant in this particular organizational culture to retain in the Lean imple-
mentation and what needs to be developed if it wants to create the conditions 
for sustainable and well-founded organizational improvement. 

 
 
 
 

Figure 21: The foundation in the RFP house. 

 
Now that the foundation of the RFP house (the foundation stones of the or-
ganization) has been set and there is a goal (the roof) to aim for, two pillars 
are also needed to support the roof structure. Within this framework, the two 
pillars are DLL and maximalistic ethics. 

Pillar one in the RFP house – Developmental Lean Leadership (DLL) 
When implementing Lean, it has been shown that the leadership and the way 
the implementation itself takes place is a critical factor for the implementation 
to be successful and sustained over time (Ljungblom & Lennerfors, 2021). 
Lean leadership can be seen as a blend of management and leadership, as one 
must have a passion for Lean, along with disciplined adherence to the process, 
project management orientation, ownership and effective relationships with 
support groups, but also beliefs, behaviours and competencies that show re-
spect for people, motivate people, improve business conditions, ensure effi-
cient use of resources and eliminate confusion and rework (Emiliani, 2008). 
The combination of all these necessary components, behaviours and compe-
tencies is visible in the DLL, as can be seen in Sub-chapter 5.2. For this reason, 
DLL is one of the pillars of the RFP house. 

MINIMALISTIC ETHICS,  
CODE OF CONDUCTS 

ORGANIZATIONAL 
 CULTURE 
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Pillar two in the RFP house – Maximalistic Ethics 
At the heart of the framework, the minimalistic ethics was a moral foundation, 
visualized in a brick. Minimalistic ethics are a good foundation, but in order 
to develop the organization, maximalistic ethics are also needed as a comple-
ment.  
 
The maximalistic ethics is based on the willingness of individuals to voluntar-
ily do well and develop themselves to reach higher levels in their actions and 
goals. Maximalistic ethics is a set of ideals/values that point as guideposts 
towards the right solution. Maximalistic ethics increases the motivation of em-
ployees and can thus also increase the productivity of an organization. The 
results of Paper III (Ljungblom & Lennerfors, 2018) showed that virtue ethics 
are comparable to maximalistic ethics. 
 
Virtue ethics such as respect and trust are used in definitions of Lean culture. 
In the RFP, the invisible element of culture is also said to be crucial for achiev-
ing real Lean. Therefore, maximalistic ethics is the second pillar in the RFP 
house (see Figure 22). 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Figure 22: The RFP house – the normative framework for Lean leaders,  
developed of the author. 
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So far in the construction of the RFP house, there is a foundation for the house 
to stand on with organizational culture, rules, values and principles. The foun-
dation can be seen as the basis for the ethical framework that creates the con-
ditions for doing the right thing in the organization. On the other hand, there 
are also the two pillars in the RFP house. The first pillar consists of DLL and 
the second consists of maximalistic ethics. However, these pillars must match 
in terms of behaviours and values, which is why the concept of consonance 
(see Figure 9) falls between the pillars like a glue. Leadership and organiza-
tional values (and behaviours) must be taken into account to achieve the max-
imalistic ethics. 
 
There is also an external factor to consider. All organizations have a purpose, 
something that is delivered: an important product/service that people produce 
in the organization. For example, Toyota builds cars. To build cars, it is nec-
essary to have skilled and dedicated people who have an understanding of 
craftsmanship. Therefore, craftsmanship and its know-how must also be in-
cluded in the framework. 
 
With the RFP house (the normative framework for Lean leaders), I hope to 
somehow assist in the understanding of RFP and development can help leaders 
who want to introduce Lean, or even real Lean, in their organizations. 
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6 Conclusions and Further Research 

This chapter summarizes the thesis. The chapter ends with areas for further 
research. 

6.1 Conclusions 
In this part of the thesis I will return to the purpose and the three research 
questions. 

 
The purpose of the thesis was twofold: to develop alternative understandings 
of RFP and relationships to ethics, leadership, and culture in Lean implemen-
tations; and to suggest a normative framework that would help leaders to 
achieve real Lean.  

 
These two parts of the purpose were deployed in three research questions, 
which were discussed in Chapter 5. Chapter 6 now presents the conclusions 
and answers to the research questions. The sub-chapter is divided after the 
research questions. 

What understandings of RFP can enable Lean implementations? 
RFP is said to be crucial for a successful Lean implementation (to achieve real 
Lean). Many people agree with this, and the lack of RFP as a big part of Lean’s 
failures has been known for a long time. Despite this knowledge, the imple-
mentations still do not work and researchers still describe the lack of Lean as 
a crucial problem. 
 
This thesis has shown that RFP is one of the more important Lean principles. 
Furthermore, it is clear that the studied literature has dealt with this principle 
to such a small extent – despite its importance – that it can give the wrong 
signals to practitioners. 

 
Another answer to the first research question may be difficulties in under-
standing the concept of RFP itself. The meaning and the theoretical concept 
of RFP may be difficult to understand due to the vagueness of the concept, 
translation difficulties and scattered RFP definitions. However, a leader who 
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wants to introduce Lean should mainly consider the three cultural layers in 
which RFP exists: artefacts, beliefs and values, and taken-for-granted under-
lying assumptions. This means that there are both visible and invisible ele-
ments of the RFP and a further understanding of the concept that needs to be 
addressed. 

 
In order to understand and deal with the concept of RFP and later to work with 
it, the organization must first sort, define, study and create knowledge about 
the visible parts, find out what RFP and the different words in the concept 
(respect and people) mean to them, and then their own definition to rely on 
(work with artefacts). Once this has started, procedures and standards are 
needed to work on the implementation of RFP (work with espoused beliefs 
and values). 

 
Once the visible elements of the RFP have been defined and understood by 
the Lean-implementing organization, it is then a matter of teaching, creating, 
empowering and developing the employees so that they can later use the var-
ious methods and tools available. RFP framework and the people value stream 
are two tools that can be used. 

 
However, I am convinced that the how is missing in those methods. The or-
ganization needs to study the how and thus create an understanding of why 
things turn out the way they do when we do what we do. It is about getting a 
grip on the third, invisible level – taken-for-granted underlying assumptions – 
and trying to understand them. In order to establish and create the conditions 
for real Lean, all elements of RFP must be made visible and discussed. The 
invisible elements of RFP in this thesis were ethics, leadership and culture. 

 
Organizations need more know-how (instead of know-what) to create real 
Lean. RFP could be explained as a how-facilitator that can enable Lean im-
plementation and if CI is carried out in real Lean way it will both eliminates 
waste while making people feel seen, enlightened and knowledgeable. 

What understandings of ethics, leadership, and culture can enable Lean 
implementations? 
To make the invisible elements visible, it is first necessary to understand the 
differences in culture (national/organizational), and study Lean as the Japa-
nese philosophy it actually is. The organizational knowledge about the Lean 
culture must be taken into consideration before entering the change of a Lean 
journey. 
 
An organizational analysis with a culture diagnosis is a first step before Lean 
implementation is necessary, which should show what the organization can 
retain, develop or reject, in terms of cultural elements such as values, routines 
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and principles. The values that the organization decides to preserve, develop 
or renew then become the basis for this organization Lean Culture and also 
become the starting point when consonance is to be created. In the analysis, 
the organization can also make sure to avoid the dark side of Lean. This means 
identifying and eliminating behaviours and negative aspects that increase the 
efficiency of the organization, but at the same time exploit the employees and 
impair their health. 
 
However, the organization must keep in mind that the Lean toolkit have been 
created in a Japanese environment influenced by Japanese culture, religion 
and traditions, and Japanese customs, practices and traditions may not come 
naturally to people in other countries who have not been trained in kata or 
hansei, have they grown up with Confucianism, Buddhism or Shintoism, and 
do not speak Japanese. 
 
Studies have shown that Lean is less about tools, methods and principles than 
about procedures and routines; that is, patterns of thought and action. By re-
peating these patterns on a daily basis, the conditions can be created so that 
Lean organizations from other cultures can also achieve the desired results. 
These organizations could also discuss long-term thinking and consider im-
plementing hansei to improve further. 
 
Japan’s cultural advantage in terms of quality is something that also needs to 
be highlighted and understood. Many organizations in the West have barely 
reached Lean Maturity Phase 1, whereas Toyota is well into Phase 3 and still 
feels it can improve. In other words, most organizations need a lot of training 
and practice to even begin a Lean implementation. 

 
Ethics is also part of the invisible elements of RFP. Minimalistic ethics is al-
ready in place, but maximalistic ethics could be more discussed and used in 
organizations that want to create RFP and reach higher production levels. 
Maximalistic ethics can be seen as virtue ethics, which is partly similar to 
Japanese religions and philosophies, at least in terms of character. Virtue eth-
ics can be seen as more applicable in a Lean context. 
 
Both hitozukuri and craftsmanship can be seen as virtue ethics and invisible 
elements of RFP. These two concepts, of building people with physical and 
bodily involvement in things, lead to good quality. Craftsmanship implies 
practical knowledge – knowing how rather than knowing that – which means 
that organizations need to identify and develop know-how to achieve real 
Lean. For example, the people value stream and RFP framework can help 
work with hitozukuri. 
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Leadership is required to make Lean implementation a reality. Toyota uses a 
Japanese style of leadership, including long-term leader development and 
management through ninjutsu, which may be an improvement on the more 
extroverted style in the West. When Lean is to be implemented, a specific 
Lean leadership is needed. To help leaders achieve a better understanding of 
the invisible elements during Lean implementation, I have developed Devel-
opmental Lean leadership, DLL.  
 
The purpose of DLL is to find leadership that supports both employee and 
organizational development and the product and people value stream. What is 
missing in DL – namely, process improvement and detection of behavioural 
and process waste – has been developed in DLL. DLL meets the needs of a 
Lean leader, which is to act as a role model and support the development to-
wards a real Lean culture. 
 

How can these understandings form a normative framework for Lean 
leaders? 
In addition to specific leadership, it seems that leaders also need help focusing 
on the right things to achieve real Lean; in other words, focusing on RFP. To 
help the Lean leader with this, I have tried to create a normative framework 
that I call the RFP house. The RFP house is a start, and it can be developed 
further. Nevertheless, I hope, with the beginning that it is, to help leaders who 
want to implement Lean, or indeed real Lean, in their organizations. 

Summary 
To get it all together at the end, I conclude with the suggestion to bring the 
RFP house together with a list: a six-step to-do list that an organization can 
use to achieve real Lean in its implementation. Before starting to use the list, 
the organization must take into account the three cultural levels of RFP and 
the visible and invisible parts of RFP. 

 
The work with the six-step to-do list should be supported by the organization’s 
minimalistic ethics (one stone in the foundation of the RFP house) in the form 
of the organizational Code of Conduct and by the DLL (the first pillar in the 
RFP house) that guides the work. Each of the six steps is also covered by 
communicating, discussing, problematizing, practicing and practicing again 
and again. These steps are listed below. 

 
1. Conduct an organization analysis. The first step is to conduct an organi-
zational analysis (with a culture diagnosis) that compares the organization’s 
culture with the Lean culture and shows what your organization can retain, 
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develop or reject in terms of cultural elements such as values, practices and 
principles. 

 
2. Set the goal (the roof) – what does RFP mean in the organization? The 
second step is for the organization to start sorting, defining, studying and cre-
ating knowledge about the visible parts, finding out what RFP and the differ-
ent words in the concept (respect and people) mean to them. The organization 
needs its own definition to rely on (artefacts). 

 
3. Create organizational consonance. Once the definition is well estab-
lished, it is time for the third step, and the organization must work to highlight 
values that are anchored in the organization so that consonance can occur. 
Thereafter, procedures and standards are needed to work on the implementa-
tion of the RFP (beliefs and values) and maintain consonance. 

 
4. Why we do what we do – organizational invisible elements as  
Craftsmanship. More work needs to be done to further develop and under-
stand why we do what we do. It is about getting a grip on the third and invisible 
level: the underlying assumptions that the organization has taken for granted 
and trying to understand them. Craftsmanship in terms of knowing-how, often 
the tacit knowledge, is also dealt with in the fourth step. 

 
5. Maximalistic ethics (the second pillar). Once the ethical foundation is in 
place and the organization begins to understand itself in terms of both visible 
and invisible elements, higher ethical goals must be set. The fifth step is to 
discuss ethical considerations to create motivation and achieve better results: 
where do we want to go and how good do we want to be? 

 
6. Start implementing Lean. Only once the organization’s foundation is in 
place and has maximalistic ethical goals to strive for can the Lean implemen-
tation (Step 6) begin. Now the organization can implement the Lean values 
that were considered important in Step 1 along with Lean methods and tools 
such as standardisation (kata), reflection (hansei) and long-term thinking. 

 
Finally, I would like to conclude with a short and rather simple thought. Dur-
ing this research journey I have come to understand that CI is the visible part 
of Lean that tells us what to do, whether it is removing waste in a manufactur-
ing process or an interpersonal process. RFP is the oil that enables the pro-
cesses to carry out in such a way that people simultaneously feel seen, uplifted, 
important and knowledgeable. RFP is the how of CI. 
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6.2 Further Research 
The journey to this finished thesis has been an interesting and instructive one. 
During the course of the work, fun, interesting and exciting questions have 
arisen. Some of these questions have been answered through further reading 
and delving into different areas. However, some questions still remain. One 
regards the current team and whether the maturity of the team (in which phase 
of group dynamics) affects a Lean implementation and, if so, in what way. I 
believe this would be an interesting topic for further research. 
 
I would also like to see the findings of this thesis followed up on. Although 
RFP is studied with its invisible elements, I have only touched on a very small 
part of ethics, leadership and culture. There is so much to delve into and hope-
fully more exciting things to develop Lean with. I think there is significant 
potential to develop the human side of Lean, to achieve more humane organi-
zations and get better results as a bonus.  
 
Last but not least, I would like to see further development and deepening of 
the RFP house, and also see whether the RFP house can be helpful for a leader 
who wants to introduce real Lean. An ideal scenario would be parallel studies 
in different organizations to test the model. 
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