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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 pillars' 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

! 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 rea/ 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 &
Renstrom, 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. Jorgensen 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).

Methods, Tools, Principles (visible)

Thoughts, Routines, Acts (invisible)

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.

Technology, tools and techniques Process management

Above waterline — visible

Stratzgy Below waterline —
_an enabling
alignment
Leadership

Behaviour and
engagement

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
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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 rea/ 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; 1 will address this point in this the-

S1S.

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, [ will revisit Lean leadership and whether it can
benefit from being integrated with other leadership models.
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Behaviour — one of the invisible elements in Hines’ (2010) SLIM model and
in Rother’s (2013) model called acts? — is based on values (such as trust, re-
spect, excellence) grounded in social, psychological, and biological needs
(Léngstedt & 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 (Langstedt
& 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).

Technology, tools

and techniques
Process management

Above waterline

— visible
GAP in
Strategy and Below waterline research
alignment ~ enabling about the
|  invisible
Leadership elements in
Lean, with
Behaviour and focus on
engagement e

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

RQI1: 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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Chapter 1

Introduction

v

Chapter 2
Theoretical framework

v

Chapter 3
Methodology

v

Chapter 4
Appended papers

v

Chapter 5
Discussion

v

Chapter 6
Conclusions and further research

v

Chapter 7
References

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.

RFP- - Lean with The key principles
Paper IV, V
RQI1, RQ3 and (visible)
RFP
S Culture-
(invisible) Strategy Paper II, IV, V GAP in
. and RQ2, RQ3 research
alignment AV about the
Ethics- : . invisible
Leadershi Leadership-
Paper I1, 111, IV P ;Zp::; v elements
RQ2, RQ3 Behaviour and RQ2 R’Q3 in REP
7 engagement ’
A Y

Figure 5: How the appended papers I-V relate to RFP, and the invisible elements in

Lean.




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 1V, 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 I 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 (Sorqvist & 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
e  Stopping the line
Toyota Jidoka e Teamwork
Production e Five Whys
System JIT e  Takt-time and con-

tinuous flow

Kanban

e  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 (Cl) 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
e  Challenge
The Toyota Way CI e Kaizen
2001 e Genchi Genbutsu
RFP e Respect
e  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.
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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).

| Challenge }—

We form a long-term vision, meeting - T
challenges with courage and creativity to \

realize our dreams

| Kaizen }—— \.,‘

We improve our business operations Continuous
continuously, always driving for innovation
Improvement

and evolution

Genchi Genbutsu

%

We practice genchi genbutsu (onsite
hands-on experience)—go to the
source to find the facts to make correct
decisions, build consensus and achieve
goals at our best speed

Respect |

We respect others, make every effort to
understand each other, take responsibility
and do our best to build mutual trust

Respect
for People

Teamwork |

‘We stimulate personal and professional
growth, share the opportunities of
development and maximize individual and
team performance

Figure 7: The guiding principles in the Toyota Way 2001 (Toyota Global Site, 2020c).
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ClI, 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 (Backstrom &
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 (Langstedt & 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
(Téanns;jo, 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.

34



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 (Maclntyre, 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 (Maclntyre, 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 (Maclntyre 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
e Visible and palpable structures and processes
e Observed behaviour
- Difficult to decipher

2. Espoused beliefs and values
e Ideals, goals, values, aspirations
e Ideologies
e Rationalizations
- May or may not be congruent with behaviour and other
artefacts

3. Basic underlying assumptions
e 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.
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Co-worker Organizational
values values

Strong organizational
culture

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.

Co-worker Organizational
values values

Weak organizational
culture

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.
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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 (MaclIntyre, 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).
f Japan \ / Sweden \

Uncertainly Avoidance Do it your own way
Control — How? Improvements Creativity Questioning
Standardization  Learn by heart
i Participation Trust
Respect for authorities
Fear of losing face Obedience Balance human — technology

. . Self-control
Long-term view  Focus on details

Perfection, obedience and Participation, Self-government

Respect for authorities j \ and Equality /

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

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

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

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

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

e 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 & Renstrom, 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.? 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).
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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

e A deep respect for more senior people who have invested in develop-
ing themselves and have something to teach

e 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:

e 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.

o [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.

e 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.

e 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.

e 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).

Developmental leadership
- Exemplary acting,
authentic

- Individual consideration

- Inspiration and motivation

Individual development

Destructive leadership Organizational result

Passive Active
Passive Arrogant
Laissez False
-faire Threats
Unsure Ego

Blurry Unfair

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 c