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Abstract 

It is of vital importance never to forget that the world is ever changing. Therefore, it is crucial 

for organizations not to only alter but also to improve their performance in order to become 

more competitive on the market. One way of achieving this is to work with continuous 

improvements. However, this requires that the employees receive the needed training for this 

purpose. In multinational corporations they must also all receive the same training in order to 

create a common culture throughout the whole organization. This study therefore aims to 

investigate how a multinational corporation can organize an Improvement Management 

Training. Which are the main areas that are desirable to have knowledge in when leading an 

improvement work? In order to identify the areas of interest, a case study has been performed 

at Ericsson Supply Site Borås. The investigation was conducted as a combination of a 

qualitative and a semiquantitative study in order to determinate the empirical data. The results 

revealed that the following five major areas are essential for an Improvement Management 

Training: Leadership, Lean¸ Organizational Behavior, Project Management and Strategic 

Management. 

Sammanfattning 

I en värld under ständig förändring är det av avgörande betydelse för organisationer att följa 

med i utvecklingen. De skall dock inte bara förändras utan också förbättras för att kunna bli 

mer konkurrenskraftiga på marknaden. Ett sätt att lyckas med detta är att arbeta med ständiga 

förbättringar, vilket kräver att de anställda får den för ändamålet nödvändiga utbildningen. I 

multinationella företag är de anställda ofta spridda över en stor del av världen. Det är därför  

viktigt att alla får samma utbildning så att en gemensam strategi och kultur skapas inom hela 

organisationen. Denna studie strävar efter att undersöka hur ett multinationellt företag kan 

strukturera en Improvement Management Training. Vilka är de önskvärda huvudområderna 

man måste ha kunskap om när man leder ett förbättringsarbete? I syfte att identifiera dessa 

områden har en fallstudie utförts hos Ericsson Supply Site Borås. Undersökningen 

genomfördes som en kombination av intervjuer och en semikvantitativ studie för att fastställa 

den empiriska datan. Resultatet pekar på fem större områden som är viktiga för en 

Improvement Management Training: Ledarskap, Lean, Organisatoriskt Beteende, 

Projektledning och Strategisk ledning.   
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1. Introduction 

1.1 Research Background  

Why is it essential to work with improvements? One principal cause is that on todays, global 

market where customers have a wide selection of products to choose from, quality can often 

be the main factor for decision. Customers are therefore in a position to choose a competitor if 

the company fails to deliver a product of high quality. (Petersson et al., 2009) Another 

principal cause is that the world is not static. Herakleitos, a Greek philosopher, said that the 

second time you descend into a river it is not the same river that you stepped into the first 

time. According to Herakleitos change is the only true reality. (Angelöw, 2010) Charles 

Darwin once said that: “It is not the strongest of the species that survives, nor the most 

intelligent, but the one most responsive to change”.      

In order to win the customers purchasing power, companies must develop their improvement 

systems. Therefore, today most of the multinational corporations (MNCs) are working with 

continuous improvement programs to reach a higher quality and satisfied customers. 

(Bergman and Klefsjö, 2011) It is then important that the entire organization has the same 

definition of quality, so that all of the employees are working towards the same goal. (Basu 

2013) Bergman and Klefsjö’s (2011) definition of quality is as follows: “the quality of a 

product is its ability to satisfy, and preferably exceed, customer needs and expectations” (ibid, 

2011). 

Many of the MNCs are working with Total Quality Management (TQM) in an attempt to 

meet customer’s demands for higher quality and better profitability. In TQM, companies try 

to decrease the resource consumption and still reach a higher customer satisfaction. This is 

achieved by using a various number of tools and methods based on the company values. 

(Bergman and Klefsjö, 2011) A method commonly used in TQM is the methodology of Six 

Sigma. Six Sigma was first initiated as an Improvement program at Motorola in 1987. Since 

then a large number of companies have started their own Six Sigma programs. (Magnusson et 

al., 2003) The main objective with Six Sigma is to decrease the unwanted variation by 

measuring it. This will most likely increase the customers’ satisfaction and reduce costs 

because of less rework due to poor quality. (Bergman and Klefsjö, 2011)  

Another common way of working with continuous improvements is the Lean concept. When 

John F. Krafcik (1988) wrote the article “Triumph of the LEAN Production System” in 1988 it 

was the first time the term “lean production” was used. What he chose to refer to as lean 

production was the Toyota Production System, which is Toyota's operational strategy. (ibid, 

1988) The foundation in the Lean philosophy is that the company has a high customer focus. 

Companies must always ask themselves which value their work brings to the customers. 

(Liker, 2009) Other success factors for Lean thinking are the ability to develop leaders, teams, 

strategies and eliminate waste (Petersson et al., 2009). The Lean philosophy is also focusing 

on creating motivation by involving all the employees in the company's daily work. It is also 

important that the managers are involved and engaged in the work for achieving the best 

result. (Liker, 2009) 
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Agile was introduced in 2001. This is an approach to create value for the company by inviting 

software developers to provide their customers with functional products in short time 

intervals. Within the Agile methodology several different methods are used such as Scrum, 

Extreme Programming (XP) and Lean Software Development. (Dingsøyra et al., 2012)  

1.2 Problem Description 

Due the background presented above it is necessary that MNCs work with improvements in 

order to meet customer demands in an ever changing world.  

For a successful work with continuous improvements MNCs must educate their employees 

and give them the right tools and methods necessary for solving upcoming problems, both in 

the present and the future. It is also important to have knowledge from several different areas 

so that the MNCs can be more competitive and gain market shares.  

Today many MNCs are facing major problems with their internal training programs due to the 

organizational sizes and widespread locations. Therefore, it would be of interest to create a 

program with a structure that connects the relevant areas. The program could then be used as 

a foundation for the entire organization's improvement work in order to create a standardized 

way of working.  

1.3 Purpose 

The purpose of this thesis is to explore how a multinational corporation can structure an 

Improvement Management Training. The aim is to find out and propose how it can be 

designed so that the participants gain the knowledge and behavior needed for effectively 

participating in the improvement activities. 

To reach the purpose, the following research questions have been taken into consideration: 

 In an MNC, which are the key factors for success when guiding in Improvement 

Work? 

 Which areas would be of interest for an Improvement Management Training? 

1.4 Delimitations 

At first, Improvement Management is considered very complex, especially in an MNC due to 

the many divisions that must collaborate to avoid sub-optimization. Therefore, our case study 

is only done in one of Ericsson´s factories in Sweden, and the result can be affected 

depending on local differences in e.g. culture and business strategy.  

Second, only the literature related to those parts that have come up in the analysis and 

therefore should be included in the training will be analyzed. These parts will be accounted 

for on a relatively general level, since the scope of these is a thesis in itself.     
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1.5 Disposition  

  CHAPTER 1 Introduction 

Introduction and background to improvement work 

Problem description 

Purpose and research questions 
Delimitations 

CHAPTER 2 Method 

 

Describes the methodology used in this thesis  

CHAPTER 3 Theoretical Framework 

 

Describes which literature and which theories that have been 

used in the investigation  

CHAPTER 4 Empirical Findings 

 

A case study at Ericsson Supply Site Borås  

CHAPTER 5 Analysis 

An analysis of the empirical findings with help from the 

theoretical framework. 

A suggested structure on the Improvement Management 
Training 

CHAPTER 6 Discussion 

 

Discussion of the analysis 

CHAPTER 7 Conclusions 

 

Conclusions of the analysis 
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2. Method 

A quantitative method is a survey that can be expressed in mathematical or statistical terms. 

The results can be converted into numerical observations, the purpose of which is primarily to 

find out the opinions and attitudes of the respondents in a specific issue rather than to identify 

an explanation for their behavior. (Backman, 2008) One advantage of making use of a 

quantitative method is that it allows that a generalization can be done. Since the representative 

sample in a quantitative survey is larger compared to a qualitative method, it is possible to 

make assumptions of a larger context. The reliability is often seen as high as other scientists 

have the possibility to use the same questionnaire and reach the same conclusion. One 

disadvantage with the use of quantitative methods is that it is not possible to adjust the focus 

of the investigation after the response has been obtained. It may therefore be useful to first 

conduct a feasibility study in order to get a detailed overview of the survey's focus. (Harboe, 

2010)  

A qualitative method is characterized in that it results in verbal formulations (Backman, 

2008). Interview methods used in a qualitative studies can be "structured," "semi-structured", 

"unstructured or focused" or "group interview and focus group”. In a semi-structured 

interview the questions are specific, but a greater opportunity to enter a more intimate 

dialogue with the respondent is given if the interviewer is seeking clarification or depression 

in a subject. One advantage of a semi-structured interview compared to the case of a 

structured interview is that it may be easier for a respondent to answer a question in its own 

terms. (May, 2013) Qualitative methods in general have the advantage that they allow a larger 

depth within a clearly defined empirical area. The sample is smaller compared to a 

quantitative method and the goal is to collect information and interpret it in relation to its 

context. Another advantage of a qualitative method is that it enables the researchers to 

develop and change their assumption during an interview session. Disadvantages of the 

method may be, due to the small selection, that it is harder to make any generalizations of the 

results. (Harboe, 2010)  

One great advantage of using interviews as a data collection method may be that the 

respondent's more extensive argument on an issue can be accounted for. Since an interview 

usually provides the opportunity to ask follow-up questions, it is possible to immerse oneself 

in a response in order to find a deeper meaning in the argument, but also to increase the 

validity. An interview also provides a personal contact with the respondents, which can be 

seen as an advantage if the respondent feels a confidence of the researcher. (Kvale, 1997) 

However, on the other hand the personal contact can be seen as a disadvantage if the 

respondent feels that the questions are too personal or offensive. Sometimes, it can also be 

difficult for the researcher to find the truth because an interview is not anonymous in the same 

way as a questionnaire. Due to the lack of anonymity the respondent may choose to embellish 

the truth if he or she feels any dependence from the researcher or fear that someone else might 

see the result. (Kvale and Brinkmann, 2009) 



5 

The data in this report are based on collections of primary and secondary data. The secondary 

data consists of information already identified and documented and the primary data will be 

collected during the investigation. (May, 2013) 

The primary data will be collected as a combination of a qualitative and a quantitative study 

with several interviews and a questionnaire survey. Interviewing people of interest is relevant 

in order to establish a sense of which knowledge is wanted after a completed Improvement 

Management Training program. Ten people with different positions in the company were 

interviewed. In order to obtain anonymity in this report, they will be named interviewee A, B 

and so on. The interviewees have positions such as Improvement Managers, Middle Manager, 

Production Leaders, Project Leaders, Economics and Process Leaders. The selection was 

made in order to obtain a wide view of opinions from people within the organization. The 

interview sessions were recorded so that the analysis will be as accurate as possible and also 

to minimize the risk that significant information will be forgotten. After the identification of 

the knowledge desired, a literature review with an exploration of the prevailing theories in the 

identified areas was done. The primary data will largely be the basis for the empirical 

findings. 

Ericsson Supply Site Borås has made a questionnaire survey with the purpose to identify the 

key factors relevant for Lean training, Flow Efficiency and Leadership. The questions on the 

survey did not have any predetermined responses, which made it possible for the employees 

to express their opinions in their own words. One hundred thirty-five persons from the Supply 

Site have provided a response to the questions. All data were analysed with the help of an 

affinity diagram where the responses were categorized in different areas depending on their 

context. The different areas were then denoted in order to summarize the category. The result 

of this study will also be taken into consideration when structuring the Improvement 

Management Training.  

The secondary data are in the form of existing internal training programs in the area of 

Improvement Work. An investigation will therefore be made in order to identify how reliable 

a general MNC’s current internal trainings are, in this case Ericsson Supply Site Borås.  

Validity is defined as the relationship between the problem to be investigated and what has 

actually been investigated. Reliability answers the question whether the result of the study is 

reliable and trustworthy. High validity of the data collected may indicate that the reliability of 

the study is high. (Patel and Davidson, 2011) 

To break down the problem, the tool Critical-To-Quality (CTQ) that is a part of the Six Sigma 

training program will be used. The approach of CTQ is that, through e.g. interviews identify 

and specify those factors that are considered critical for a project's quality and success. It 

starts with the main problem, the Voice Of Customer (VOC), which will be broken down into 

different features. The features correspond to those categories that will have an effect for the 

outcome. From the different features, critical parts (CTQs) which will have an impact on the 

specific feature, are identified and specified. In the last part, measurement, it is identified how 
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each CTQ can be measured and monitored and also how it will affect the main problem, the 

VOC. (Magnusson et al., 2003) In this case, VOC corresponds to the purpose of the thesis. 
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3. Theoretical Framework 

3.1 Leadership 

In this chapter, different styles of leadership will be explained. The main focus will be on how 

a "lean leader" should act and the importance of mentors and coaches within an organization 

will be given. Furthermore, the concept of the learning organization will be briefly described; 

since this is something that to a great extent can be affected by the leadership in the 

organization.  

 

Leadership is an important part in a business. Different leadership styles affect the employees 

in different ways. An organization will have satisfied and motivated employees if the leaders 

show any interest in the employees' needs and feelings, and encourages their development. 

Leadership training is therefore seen as an important part of a company, since it affects the 

employee's actions and therefore have a direct impact on the company’s performance. 

(Mustafa and Lines, 2014) 

Eklund (2010) describes three different leadership styles: the authoritarian leader, the 

participant leader and the delegating leader. The authoritarian leader takes all decisions and is 

also managing and controlling most of the activities in the project without involving the other 

group members. If the leader for some reason is not present, it is almost impossible to get a 

replacement since the other group members are normally not a part of the decisions. (ibid, 

2010) 

The participant leader is often recognized as being a part of the group, not different from the 

other members. The decisions are taken after discussions with the other members even though 

the leader has the final word. One of the biggest problems with this leadership style is that it 

can become quite time consuming for the project. (ibid, 2010)   

A delegating leader is responsible for taking the decisions but in contrary to the authoritarian 

leader, the delegating leader involves the other group members in these decisions. The leader 

often delegates the responsibility to others so that they can become a larger part of the group. 

The main task for this type of leader is to create good opportunities for the group and also 

make sure that the participants feel that they have a possibility to affect the decisions. (ibid, 

2010) 

A leader must be aware of the different stages in a FIRO-circle (Fundamental Interpersonal 

Relations Orientation). FIRO is a theory that explains the interpersonal relations between 

people in a group. According to the theory, there are three main phases in a group’s 

development: inclusion, control and openness. In the first phase, inclusion, a person tries to 

adapt and to be accepted so that he or she may be a part of the group. In the second phase, 

control, the members of the group are trying to find their roles in the group. In this phase, the 

group performance effectiveness is low because a lot of the time is spent on dealing with 

different conflicts. The third phase, openness, is the ideal phase. Conflicts are rather rare and 

most of the energy is focused on performance. (ibid, 2010) 
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3.1.1 Lean Leadership 

 

The role of a lean leader is to train the employees in the organization's values and the Lean 

principles and to ensure that the activities and behaviors are in accordance with those. 

According to Lean it is important that the leaders run their organization by demanding ways 

of working instead of focusing on short-term gains. (Petersson et al., 2012) 

Lean leaders should try to take fact-based decisions by being out in the business and see what 

really happens (gemba). Among other things they should also appreciate to learn new things 

and be prepared to challenge their views. They should also respect people and focus on their 

customer’s best. (Emiliani, 2008) 

One of the hardest things to learn for Lean leaders is to trust and believe that their employees 

are able to develop and run their processes and give them the opportunity to do this. The main 

task of the leaders is to create and set the limits for what the system should look like, while 

the employees’ task is to improve it. (Kusén and Ljung, 2013) 

The key factor for success in Lean Production is the employees and not the methods or tools. 

Therefore, a Lean leader should not separate “blue collars” (performs manual labour) from 

“white collars” (performs work in an office environment), because it is the employees who 

are the first to identify a deviation and it is more likely that a solid group can solve the 

problem faster than a divided group. Continuous improvement work will not work without the 

support of leaders and formal rules. Therefore, Lean leaders must utilize the ideas of the 

employees’ and provide assistance in order to apply them in practice. The general 

improvement work might be more decentralized in a Lean company but leadership still has a 

big role for making it work. Furthermore, a Lean leader must be aware of that it is not the 

leaders that add value to a product, it is the person who is actually working in the production. 

(Dombrowski and Mielke, 2013) 

According to the authors of the book “Ledarskap – Gör Lean till framgång!” the following 

six elements are good Lean leadership qualities; 

 Sure in their Lean understanding 

 Dedication 

 Rooted in agreed working methods and facts 

 Questioning in order to challenge the ways of working 

 Prestigeless 

 Create safeness 

 

Bob Emiliani (2008) means that there are different types of human behavior and that these are 

more or less good to possess for leaders. He divides them into the groups Value-Added 

Behaviors, Non-Value-Added But Necessary (or Unavoidable) Behaviors and Behavioral 

Waste. Figure 3.1 is from the book “Practical Lean Leadership: A Strategic Leadership 

Guide for Executives” where a typical percentage division of each of these three different 

categories of behavior are seen. Some behaviors that according to Emiliani create value are 
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e.g. wisdom, patience and trust. Values that do not create value but are necessary or 

unavoidable are e.g. short-term thinking, inconsistency and gossip and behaviors which he 

terms as behavioral waste are e.g. revenge, blame and office politics. (ibid, 2008) 

 
Figure 3.1 – Relationship between Value-Added Behaviors and Behavioral Waste   Source: Emiliani, 2008 

According to the authors of the book “50 nyanser av Lean”, organizations where the leaders 

have been committed from the start have shown the best results and been the most effective 

with their Lean implementation. In the organizations that failed with their Lean 

implementation, the leaders delegated the responsibility to middle managers or agency staff 

such as Lean consultants. (Ivarsson et al., 2013) 

3.1.2 Mentorship 

 

All the employees at Toyota have their own mentors. These mentors, often a manager or team 

leader to the adept, roughly uses half of their working time to teach their adepts how to solve 

problems. Which methods can they use? How can they think? It is considered very important 

for managers to increase their employee's own abilities to problem solving instead of solving 

them by themselves. This is a main task for all the managers regardless if they are first-line 

managers, team leaders or the CEO of the company. Salaries, bonuses and promotions are 

based on the process of developing people. (Rother, 2013)  

Instead of the tradition-bound learning methods which teach through lectures and simulation 

exercises, Toyota wants their employees to learn by doing. This means that they solve 

problems with help and guidance from their mentors by working with them when they appear 

in the normal working process. (ibid, 2013)  

A person’s need of coaching will never cease, because it is quite unlikely that you will 

become so skilled at judging the facts of the situation and then directly know how to solve the 

problem. The dialogue between the mentor and the adept should work like throwing a ball 

back and forth. When it comes to solving the upcoming problems, the mentor should not 

serve the adept the correct solution, but the adept himself must figure it out and solve the 

problem with the mentor's guidance. The mentor should allow the adept to make mistakes 

during the learning period because this is when the adept learns most from the situation. 

However, no mistakes occur at the customer's expense. (ibid, 2013) 

At Toyota the mentors follow a five step path when it comes to teach their adepts how to 

solve problems. They go through the following steps: First, they start by identifying a 
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problem. Second, they want to understand the situation, why something happens that should 

not happen. Try to figure out what the root cause of the problem is. Third, they have to 

investigate why this problem occurs. During this step they use a method called ”5 Why”, 

which helps them to identify the root cause of the problem. Fourth, develop and test 

countermeasures. The last step is to follow up the problem. Has the problem occurred again or 

has it been solved? If the solutions have been successful, standardize these, and maybe the 

most important thing to do in this last step is to reflect. What have we learnt from this 

problem? (ibid, 2013) 

3.1.3 Learning Organization 

 

In a learning organization continuous improvements are a completely natural part of everyday 

(Bergman and Klefsjö, 2007). This means that the employees must be flexible, adaptable, but 

also innovative (Liker, 2009). One definition of a learning organization is; 

”A learning organization is an organization skilled at creating, acquiring and transferring 

knowledge and at modifying its behavior to reflect new knowledge and new insights” 

(Garvin, 1993). 

A learning organization disseminates the best known approach within the organization. This 

also means that the employees follow the new directives on how to work and use these as the 

platform from which they try to develop new ways of working. According to the book The 

Toyota Way a learning organization is an organization which always works according to their 

standards and then tries to develop these. (Liker, 2009)  

Furthermore, an organization which wants to become a learning organization also must learn 

the meaning of Hansei, roughly translated into reflection. It is important to reflect on why 

things happen the way they do and to reflect on what we have learnt by achieving these 

results on the problem. Hansei is the last step in a PDCA-cycle – the follow-up stage. The 

foundation to become a learning organization lies in the fact that every employee and 

manager strives to become better and to improve themselves. (ibid, 2009) 
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3.2 Lean 

In this chapter, the theory of Lean will be explained. The chapter will begin with an 

explanation of the Lean concept and its background. Furthermore, focus will be on elements 

such as value and waste, quality and the Lean principles. The purpose of this chapter is to 

provide a better understanding of how Lean works and why it is important to understand the 

elements mentioned. 

 

In production, two common expressions are often used, Non-Value-Added (NVA) time 

(waste) and Value-Added (VA) time. The sequence of actions or solutions necessary for to 

minimizing the NVA processes (the waste) and to increase the VA processes is often defined 

as “lean”. The “lean way” of working was first developed by Toyota in Japan. A comparison 

between Toyotas production system and traditional mass production systems has been made 

and it was found that Toyotas way of working is more efficient.  Toyotas system was then 

called the Toyota Production System (TPS) and then popularized by the phrase “Lean 

Production”. (Karim and Arif-Uz-Zaman, 2013) The expression “Lean Production” is not 

only adaptable to organizations that handle manufacturing; the expression refers to the whole 

Supply Chain and all the actors in it. Today, it is more common to use only the word “Lean” 

when describing an organization based on the TPS values. (Petersson et al., 2012) 

3.2.1 The Toyota Production System 

 

 

Figure 3.1 – The Toyota Production System Source: Liker, 2003 

The Toyota Production System (TPS – figure 3.1) is often illustrated as a house to show the 

importance of a strong foundation, walls and roof. If one of these links is considered weak, 
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the whole “house” will fall apart. The goal of TPS is to produce products with the best 

quality, the lowest cost and the shortest lead time, this is stated in the roof of the temple. The 

walls, Just-In-Time and Jidoka, symbolize that defect products are not allowed to pass from 

one station to another. To achieve this, the person who works at a station must use his or her 

intelligence and view the process with critical eyes. Most of the machines are also 

automatized in such a way that they stop the process when an error is detected. Toyota calls 

this Poka-Yoke. The foundation of the house is the three blocks, Leveled Production, Stable 

and Standardized Process and Visual Management which rests on the most important block, 

The Toyota Way Philosophy. The philosophy creates a common culture where everyone in the 

company takes their responsibility to always perform their best and seek for continuous 

improvements. Since everyone, including top management, is working according to the same 

principles, TPS has resulted in that everyone at the company is working towards the same 

goal. (Liker, 2009)  

Just-In-Time (JIT) is a set of values, tools and different techniques that allows an organization 

to produce and deliver products in small batches with a short lead time. The three principles 

that JIT consist of are (Petersson et al., 2012); 

 Pace 

 Continuous Flow 

 Pulling System 

 

One advantage with JIT is that the organization is able to meet specific needs from their 

customers. Just-In-Time is suitable in all types of flow where material or services are refined 

in order to create value. (ibid, 2012) 

Jidoka is built from two principles; 

 Build in quality 

 Stop the process when an error occurs 

 

The aim of Jidoka is to provide a high and reliable quality in all parts of the flow. If there is 

an error in a product, the process will stop to prevent that a defect product is sent to the next 

station. (ibid, 2012)   

 

Leveled Production (Heijunka) is a technique that controls the production and minimizes the 

warehouse in the supply chain. It smooth’s out the load on the various resources over time. 

An advantage with this is that the need for work input is similar from day to day. Another 

advantage is that the work content is spread over the shift, so that the more time-consuming 

and detailed parts do not come one after the other. Leveled production results in shorter and 

more stable lead times, a higher capacity utilization and a more uniform material consumption 

which makes it easier for material planners to forecast the need of the material. (Gao and 

Low, 2014; Bicheno et al., 2011) 
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The meaning of a stable and standardized process is that there is a standard describing the 

currently best known approach at a specific work station. The standard is created by an 

agreement between the people working at the station and is updated as soon as an 

improvement in the working process has been identified and validated. One advantage with 

standardized work is that it is very easy to identify a mistake since it deviates from the current 

standard. Another advantage is that it ensures that the product sent from one station to another 

has the same quality as the previous product. (ibid, 2011) 

3.2.2 Value and Waste 

 

In a Lean company, value is of great importance and it is the customers who decide whether 

an activity adds value or not. Normally, the customers pay for a specific design and a proper 

performance in the manufacturing of the product, not for other organizational activities in the 

company. It is therefore of great importance that customer requirements are well defined and 

communicated to everyone involved so that the production is correct from the beginning. All 

work on a product that is not in accordance with customer requirements is considered as not 

value and therefore waste. (Dombrowski and Mielke, 2013) 

A way to create value for the customer is to start working with flow efficiency instead of 

resource efficiency. Resource efficiency, which is the traditional way of measuring efficiency, 

is when a high utilization rate of the machines is prioritized. This normally puts more effort 

on the product than necessary. This, in turn, extend the lead times, which in the end the 

customers must pay for. However in flow efficiency only operations that create essential 

value to the customer are performed and to get the product as quick as possible through the 

system and out to the customer is top priority. This will automatically shorten lead times and 

result in cheaper products. (Modig and Åhlström, 2012)  

A major success factor in Lean thinking is that all resources working on a product, without 

adding value to the end customer, should be seen as waste and therefore should be eliminated. 

The waste identification is an on-going process that must always be prioritized in order to 

maintain a high quality of the product while increasing the product flow in the supply chain. 

(Al-Baik and Miller, 2014) Waste is also defined as every action in a production line that 

delays the flow. In TPS, eight different types of waste are highlighted (Karim and Arif-Uz-

Zaman, 2013); 

 

 Overproduction 

 Waiting 

 Conveyance 

 Over processing 

 Excess inventory 

 Unnecessary movement 

 Defects  

 Unused employee creativity  
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Overproduction means that the company produces more products than necessary. This often 

leads to large stocks, which costs the company money in the form of restricted equity. 

Waiting can be seen as a waste if it takes time to wait for materials, products or personnel. 

Example on conveyance can be unnecessary transports of material between stations, 

warehouses or similar. This should be avoided if possible because it takes time which adds no 

value. If two stations process the same product in a similar way it can be seen as a waste in 

form of over processing. Excess inventory is a waste because the lead time for a product 

becomes much longer since the product spends most of its time at the warehouse waiting to be 

processed. Unnecessary movement of material or resources is seen as a waste since time is 

spent on doing something that does not add value to the customer. Defects are a big waste 

because time is spent on processing a product that ultimately is incorrect and requires 

reprocessing or disposal. Finally, if decisions are solely based on a hierarchic position without 

involving the employees, important knowledge and skills can be lost - unused employee 

creativity. (Petersson et al., 2012; Bicheno et al., 2011) 

3.2.3 Quality 

 

In a competitive world where the customers often have several choices to choose from when 

it comes to buy a product or not, the quality often has a big impact on the decision. But how is 

quality defined? Basu (2013) defines it as “quality is what customers expect as a last 

experience”. (ibid, 2013) 

The fundamentals in the Lean philosophy is to decrease waste everywhere in an organization, 

improve main processes and create a common culture in the organization that encourage 

everyone to identify improvements that increase quality for the customers. The core values in 

the Lean philosophy as identified by Karim and Arif-Uz-Zaman (2013) are; 

 Identification of value 

 Elimination of waste 

 The generation of a smooth flow 

 

Poka-Yoke is a way to avoid the risk of doing something wrong in a process. It is a built in 

security that alarms the operator when an error occurs. At a Lean manufacturer, built in 

quality is commonly used in order to establish a high quality from the beginning. The 

background to this technique is from the time when Toyota manufactured looms. To ensure 

that the threads did not break without being discovered, Sakichi Toyoda (the founder of Poka-

Yoke) invented a technique that stopped the loom when a thread broke. This made it much 

easier to work at the station without a constant supervision on the machine. The same 

technique is still used at many manufacturers in order to secure a high quality from the 

customers’ point of view. (Petersson et al., 2012; Bicheno et al., 2011) 

3.2.4 Lean Principles 

 

Jeffrey Liker has made an enormous research at Toyota in order to establish why they have 
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been so successful. Liker found out that The Toyota Production System is built on 14 

principles used in the entire company. (Liker, 2009) The principles are as follows; 

(1) Base your management decisions on long-term thinking, even when it is at the expense of 

short-term economic goals. This principle means that it is important to have a philosophical 

purpose of the business and the purpose will prevail over short-term objectives. It also means 

that you must work and develop the organization towards a common goal that is bigger than 

making money. An evaluation of the entire organization should be undertaken in order to 

identify how each feature can help to increase the value for the customer, society and 

economy. Working with the improvement of the knowledge and skill that enables the 

company to increase the value of the product is important. This principle is the basis for the 

other principles. (ibid, 2009)   

(2) Create continuous process flow to bring problems to the surface. Process flows should be 

designed so that they provide a value-adding and a continuous flow. The aim should always 

be to eliminate the time that the work project is dormant or waiting for someone to process it. 

The flows should also be designed so that the movement of materials and information can be 

done quickly and that problems can be quickly identified. The flow through the entire 

organization should be clearly structured, as this is seen as the key to continuous 

improvement and development of the employees. (ibid, 2009)   

(3) Let demand control to avoid over-production. Ensure that customers receive their products 

in the right quantity when they need them. Minimize products in progress by reducing the 

inventory and focus on producing only what the customer wants. It is also important to pay 

attention to daily changes in demand in order to respond to customer requests as quickly as 

possible. (ibid, 2009) 

(4) Level out the workload. One important part of Lean production is not to overload people 

and machines and also eliminate irregularities in production. The aim should always be to 

equalize the workload in the manufacturing and service processes. (ibid, 2009)   

(5) Build a culture where you stop the process to solve problems so that quality is right from 

the beginning. Quality to the customer must be at the center of the value-adding process. To 

reduce the risk of error, a warning system can be built into the machines so that they 

automatically stop when an error is detected. It may also be useful to develop a visual 

warning system which alerts team or project leaders when a machine or process needs 

correction. The corporate culture should be designed so that a process stops when an error 

occurs in order to deliver a quality that is right from the beginning. (ibid, 2009) 

(6) Standardized work is a basis for continuous improvement and employee involvement. 

Using stable and repetitive practices throughout the organization provides predictability and a 

better timing and also regular processes. This is the basis of the flow and the pulling process. 

By using the knowledge available at a specific station to create a standardized approach, 

which for the moment is the best known approach, is seen as a base for exploiting the 
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employees' creativity. A standardized approach also simplifies the relocation of personnel and 

simplifies the identification of an error. (ibid, 2009)   

(7) Use visual control so that no problems remain hidden. The use of simple and visualizing 

boards helps employees to determine whether they work for the set standard or not. Boards 

should be used instead of a computer screen in order to make the visualization more 

accessible to everyone. The visual system should be relatively simple and designed so that it 

can be presented on a single sheet whenever necessary, this also applies to financial reports. 

(ibid, 2009) 

(8) Use only reliable and well proven technology that supports staff and processes. The 

technology should be used to support the employees, not to replace them. A new technology 

can be unreliable and difficult to standardize. Therefore, practical tests should be carried out 

before the new technology is implemented in a process. Sometimes older but more proven 

technologies may be preferable in front of a new and less proven. Technologies that are not in 

line with the company's culture should be discarded as they can cause unhinged stability and 

reduced reliability. However, new technologies should not always be rejected. The employees 

should be encouraged to use new technologies, provided that the technology is evaluated and 

will affect the flow in a positive way. (ibid, 2009) 

(9) Develop leaders who thoroughly understand the work, live according to the philosophy 

and teach it to others. Leaders should be developed internally within the company rather than 

an external recruitment. In addition to being able to lead the work for the implementation of a 

task, the leaders should also be role models for the philosophy and the methods that are being 

used in the company. The leader must also understand the daily work in detail so that the 

information of the company's philosophy becomes as clear as possible. (Liker, 2009) 

(10) Develop outstanding people and teams who follows the company's philosophy. Create a 

strong and stable culture where the employees work and advocate those values that exists at 

the company. In order to achieve an outstanding result, the employees and the various teams 

must work according to the company philosophy. Therefore, it is important to work to 

strengthen the culture in the company. It is also important to constantly communicate how to 

work together as a team to create an effective team in order to reach a common result. (ibid, 

2009) 

(11) Respect the expanded network of partners and suppliers by challenging them and helping 

them to become better. It is important to respect partners and suppliers and treat them as if 

they are an extension of the organization. By challenging business partners, it will help them 

to evolve and become better. It also sends a signal that they are important for the business and 

that they are valued. Always strive to assist the partners to be better because they are all a part 

of the overall supply chain. (ibid, 2009)  

(12) Go and see with your own eyes to truly understand the situation. In order to solve 

problems and improve processes, it is important to really understand the business. Therefore it 

is important to go and see with your own eyes in order to form an own view rather than just 
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listen to others. A manager or leader delivers a more credible message if the message is based 

on actual facts rather than what a computer has unveiled. Both managers and top management 

should see the business with their own eyes to truly understand it. (ibid, 2009)  

(13) Make decisions slowly and in consensus with a carefully consideration of all the options, 

make the execution quickly. Consider all your options carefully before making the decision. 

Once the decision has been taken, implement the change quickly but gently. Discuss the 

problems and the potential solutions with all involved to form such a broad knowledge about 

the problem as possible. When everyone agrees on the best approach, make the change 

happen swiftly against the organizations common goal. (ibid, 2009) 

(14) Become a learning organization through persistent reflection and continuous 

improvement. Develop work approach that enables a minimal warehouse in order to reduce 

throughput time. Establish a stable work approach that helps identify inefficient activities. 

Take advantage of the knowledge that exists within the company by developing employees 

and promote them gradually. Use standardized work approach in order to teach each other and 

not have to implement the same change time after time. (ibid, 2009)  
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3.3 Organizational Behavior 

This chapter describes how a supply chain works and the importance of performing a value 

stream mapping. Furthermore, different economic concepts will be explained and also why it 

is important for a leader in an organization to understand the economy. The forces that affect 

a company will also be explained. The purpose of this chapter is to provide a better 

understanding on how the development of an organization is affected. 

 

The global credit crisis confirms the fact that business acumen must be seen as a basic 

knowledge for leaders in a company, in order to avoid or at least minimize the damage from 

future credit crises. It is therefore likely that the finance department of a company must place 

greater demands on an increased knowledge of business acumen. The growing shortage of 

raw materials is also a justification for increased knowledge in this area and it can also be 

seen as an important element in order to minimize the negative effects in shortage of available 

raw materials. (Prince, 2008) This puts high demands on managers to consider more than the 

company's profits in the form of sales when working in an MNC which is operating in a 

global environment. Managers must also have knowledge of the organization's environment 

and the social interaction within the organization. Therefore, managers need to have a better 

understanding of what influences the performance of the company and what is actually seen 

as business profits. (Pagell and Gobeli, 2009) 

3.3.1 Supply Chain Management 

 

According to Harrison and van Hoek a supply chain is a network of organizations that work 

together to deliver a product that creates value for the end customer (Harrison and van Hoek, 

2011).  

Another definition of Supply Chain Management is: ”SCM encompasses the planning and 

controlling of all processes involved in procurement, conversion, transportation and 

distribution across a supply chain. SCM includes coordination and collaboration between 

partners, which can be suppliers, intermediaries, third party service providers, and customers. 

In essence, SCM integrates supply and demand management within and between companies 

in order to serve the needs of the end-customer” (CSCMP, 2010 see Harrison and van Hoek, 

2011). 

One way to evaluate and map the supply chain is to use ordinary value stream mapping which 

is seen as one of the seven value stream mapping tools. The idea is to follow a product 

through the whole process, and at the same time study the process in order to identify waste in 

the system. (Harrison and van Hoek, 2011) After the processes have been studied decisions on 

whether to change the layout to simplify the flow can be taken. A process can be changed to a 

more effective sequence or steps which are really just redundant and unnecessary can be 

eliminated. (Hines and Rich, 1997) 
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The other six value stream mapping tools are (1) supply chain response matrix, (2) production 

variety funnel, (3) quality filter mapping, (4) demand amplification mapping, (5) decision 

point analysis and (6) physical structure mapping (Hines and Rich, 1997).  

3.3.2 Business acumen 

 

Business acumen is a person's ability to attract and exploit resources of various kinds in order 

to achieve and perform the organizational strategical mission. These resources may be 

technical, financial, physical, informational and human. (Veliyath et al., 2012) 

Development programs of leaders are most of them based on theories from psychology, 

sociology and anthropology. Unfortunately, there is too often a lack of including economical 

and financial theories even though leaders in today’s business need knowledge in economy. 

The reason is probably because the specialists who train and develop leaders feel 

uncomfortable or even lack knowledge of finance and economy. In today's society where 

companies are becoming more and more active in a global environment, changes in the global 

economy will affect the company. This will of course require that the leaders can understand 

and cope with the economic elements affecting their company. (Prince, 2008) 

The balance sheet shows the financial circumstances of a company at a particular time (the 

balance sheet date or the closing date) and it is usually prepared once a year. A balance sheet 

has two sides, assets and capital. The assets include the resources available and controlled by 

the company, such as long-term assets (premises), current assets (inventory) or intangible 

assets (patents in design and technology). The capital includes the economic capital that has 

been added to the company and may consist of liability if it has been added by lenders, 

stockholders or equity if it comes from the owners. In a balance sheet it is important that the 

total amount on both sides, assets and capital, are equal to each other. The idea of a balance 

sheet is to be able to periodize a statement of income, but there is also an interest from lenders 

(such as banks) which will have an opinion about the economic situation in the company. If 

the company is unable to pay a loan, the lender usually wants to have a backup in the form of 

assets that can cover the loan. (Marton, 2013) 

The statement of income consists more or less of a list of the company's revenues and 

expenses over a certain period, which ends with the result (net income) for the same period. 

The various parts are operating items, financial items and tax items. Operating items give a 

result called operating profit, financial items give a result called earning before tax and tax 

items give the final result (net income). (ibid, 2013) 
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3.3.3 Surrounding World Analysis  

 

A company’s marketing environment consists of a lot of different forces, relationships and 

actors affecting the company’s ability to provide value for its customers, create competitive 

advantage and establish healthy long-term relationships with their customers (Kotler et al., 

2013). The marketing environment is a combination of three different environments, external, 

performance and internal environments (Baines et al., 2011). 

The company’s micro (performance) environment is the forces close to the company and 

everything that they affect in different ways. These are e.g. as follows; 

 Suppliers 

 Customers 

 Competitors 

 Administrative authority 

 Press 

 

The company’s macro (external) environment consists of factors that it cannot directly affect.  

In Figure 3.2 below the macro forces affecting the company are shown. (Kotler et al., 2013) 

 
Figure 3.2 – Influential forces in the company´s macro environment Source: Kotler et.al 2013 

Demographic forces are factors such as gender, occupation, age, etc. Economic forces are 

factors that are affecting the customer’s purchasing power. Ecological forces are about the 

natural resources that they use to produce the products. Technological forces that affect 

marketing can be e.g. new technological products or products that have been developed. 

Political forces are factors such as laws, social responsibility. Cultural forces are factors such 

as values, what we think are "normal" behavior and more. (ibid, 2013) 

In the internal environment the company’s financial resources, products, employees and 

marketing are analyzed and their capabilities and potentials are look upon. Boston Consulting 

Group has developed a matrix, the Boston Box, where a product's relative market share can be 

understood and compared to its rate of market growth. (Baines et al., 2011) 

When evaluating an organization a SWOT-analysis can also be used. Strengths - how the 

organization can achieve its goals by means of its internal strengths. Weaknesses - what 
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blocks the organization to achieve its goals. Opportunities - what else is there outside the 

organization that can be benefited from. Threats - what else is there in the environment that 

may cause trouble for the organization. (Kotler et al., 2013) 
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3.4 Project Management 

In this chapter, the definition of Project Management and common challenges when working 

in projects will be expressed. The concept of Change Management is explained and a brief 

introduction to Scrum will also be given. Focus will be on providing a better understanding of 

the Six Sigma theory and the DMAIC-cycle.  

 

Lantz (2012) defines a project as "a specified and finite task, consisting of a number of related 

activities", e.g. digging a tunnel or building a ship. Critical Path Analysis (CPA) and Project 

Evaluation and Review Technique (PERT) are two methods that are often used in Project 

Management. (ibid, 2012) 

 

Normally, one of the most characteristic things about working in a project is the way of 

focusing on the same goal. Therefore it is of greatest importance that everyone is aware of the 

project goal. If the members of the project group, do not share the same goal, they will not 

work together effectively on the contrary. If the definition of the goal is done properly at the 

project start this is often seen as a strength since everyone then focus to reach the same goal. 

(Eklund, 2010) 

A project group is often a set of people with special skills needed for the quest. However, 

people have different personalities and this is something that should be taken into 

consideration when creating a project group. Just because one person has the right 

professional skill for a task, it does not mean that this person is the best for the project group. 

(Eklund, 2010) 

 

Basu (2013) also discusses around the more common principle “iron triangle of cost, time and 

quality” which are three keys that many project leaders use when they plan and evaluate their 

projects. Since quality can be rather difficult to define, many project leaders’ give priority to 

the budget and to complete the project on time which sometimes leads to results that fail to 

meet the customers’ expectations. (ibid, 2013)  To avoid this Basu (2013) suggests that the 

project leader must focus on defining the project and what quality the customers expect as a 

result. If the project (or problem) has been properly defined, it will simplify the measurements 

and further work with the project. (ibid, 2013) 

Basu (2013) discusses the importance of a quality strategy and that there should be a common 

definition for the whole organization so that each department can work towards the same 

goal. He also noticed that if an organization cannot find a comprehensive definition of quality 

in a project, the organization will find it most difficult to measure the projects efficiency. 

Therefore, focus shall be on defining the projects quality and all of the departments in the 

organization, including top management, must be involved in order to achieve the best result. 

(ibid, 2013)  

Eklund (2010) describes three fundamental characteristics that must be taken into 

consideration when starting a new project: time, cost and function. These are often the 

requirements a customer has when placing an order for a new project. Eklund (2010) also 
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mentions that it is important that at least one of these three characteristics are flexible since 

there can be a big problem if the project leader promises to deliver a specific function at a 

specified point of time. If this promise is made, there are no rooms for any corrections in the 

project which in turn can cause an extreme pressure on the group and in the end also 

unsatisfied customers. One way of being flexible is to rank the characteristics as four different 

levels of expectations: must, should, could and won’t, also known as the MoSCoW principle. 

Must is a feature that is critical to the project due to the customers expectation. Should is also 

described as a demand from the customer, although it can be completed later in the near 

future. Features that should have a positive effect on the project but are not a demand from the 

costumer are described as could. The fourth level is won’t and it is defined as something that 

would be relevant for the future even though it is not a demand at the moment. If the 

MoSCoW principle is taken into consideration when managing a project, it would most likely 

increase the flexibility. (ibid, 2010) 

3.4.1 Change Management 

 

Leadership is one of the most important things for a successful change according to Roger 

Gill author of the article “Change Management--or Change Leadership”. The author also 

states that having a good communication is very crucial. Furthermore, the company values are 

another vital parameter that affects the change. (Gill, 2002)  

According to John P. Kotter (2012) it is important to go through eight steps on your path to a 

successful change. These are as follows; 

 Establishing a Sense of Urgency 

 Creating the Guiding Coalition 

 Developing a Vision and Strategy 

 Communicating the Change Vision 

 Empowering Employees for Broad-Based Action 

 Generating Short-Term Wins 

 Consolidating Gains and Producing More Change 

 Anchoring New Approaches in the Culture 

First you have to make the employees aware of the fact that the company really needs a 

change because of the competition. Maybe it is losing market shares or maybe it is not 

earning as much money as wanted. The employees have to feel that a change to the better is 

urgent for the company. Let them know that in the end, if the company does not do 

something, it might go bankrupt and everyone may lose their jobs. (ibid, 2012)  

Second you have to Create a Guiding Coalition with the key persons crucial for a successful 

change. These persons must really believe and work in the direction of the change and not 

only say that they believe without trying to make the change happen. (ibid, 2012) 
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When this is done it is time to develop a vision and a strategy that will explain where you 

want to be and how to get there. This might be difficult and according to Kotter (2012) a good 

vision is a vision that can be explained in less than five minutes. (ibid, 2012)  

Next step is to Communicate the Vision and strategy across the whole organization. It is 

significant that all of the employees hear about the new vision, not only once but repeatedly in 

the next couple of months and also understand its meaning. (ibid, 2012) Ivarsson et al. (2013) 

believe that if the vision is communicated at all levels in the organization it will lead to 

greater engagement and a higher degree of participation among the employees.  

Empowering Employees for Broad-Based Action is essential for the continuous work to reach 

the objective of the change. The company has to provide the needed training to make sure the 

employees have the tools needed to take actions. It is also crucial that all barriers are 

removed, e.g. supervisors that do not like the change or the current structure of the 

organization. (Kotter, 2012) 

The sixth step, Generating Short-Term Wins, is needed because it shows that a change has 

improved the company´s processes and that it saves money. Without short-term wins the 

agenda is often revised or delays will be identified due to various pressures. You have to 

show that all kinds of sacrifice’s are worth the effort. Reward those individuals, who work 

with the change, with a pat on their back. The short-term wins also make the managers happy 

and keep them aboard on the new transformation. (ibid, 2012)  

When this is done, Consolidating Gains and Producing More Change is the next step where 

you have to get rid of unnecessary interdependencies. The company must keep creating more 

change instead of the opposite. During this part of the journey a successful change in 

leadership from senior management, project management and middle management is needed. 

(ibid, 2012)      

The last step according to Kotter (2012) is Anchoring New Approaches in the Culture. This is 

necessary so that the corporation will learn to accept changes and do not stop improving (ibid, 

2012). 

3.4.2 Scrum 

 

Scrum is an approach that invites software developers to provide their customers with 

functional products in short time intervals in order to create value for the company (Dingsøyra 

et al., 2012). Scrum foundations are built on three different pillars: processes, roles and 

artifacts. The team leader or project leader often gets the role as the Scrum Master, with the 

responsibility to remove barriers for the group and to develop Scrum values and practices. 

The Scrum Master is often responsible for a group of five to ten people. These people are 

almost always from different parts of the organization. There is also a product owner in the 

team. The product owner is the one who has an eye on what the customers want and in what 

order this will be achieved. (Cervone, 2011) 
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A Scrum process consists of five different activities: At first there is a kick-off where project 

goals and a high-level backlog are established. Second a sprint planning meeting where the 

project backlog and sprint goals are set is hold. Third the sprint is started. During the sprint 

daily Scrum meetings where it is talked about what happened since the last Scrum can be 

held. Fourth the sprint review meeting is used to inform and display the functionality to the 

product owner. This meeting is held in the end of each sprint. (ibid, 2011) 

Sprint backlog, burn down charts and product backlog are all parts out of the last part: 

artifacts (ibid, 2011). 

3.4.3 Six Sigma 

 

Six Sigma was first initiated as an Improvement program at Motorola in 1987. Since then a 

large number of companies have started their own Six Sigma programs (Magnusson et al., 

2003). In Six Sigma you learn how to use a various number of tools and methods e.g. the 

seven management and planning tools. The main objective with Six Sigma is to measure the 

unwanted variation in order to reduce it. This will in turn increase the customers’ satisfaction 

and reduce costs because of less rework due to poor quality. (Bergman and Klefsjö, 2011)  

One of the tools when leading a project with the Six Sigma methodology is the DMAIC cycle. 

The DMAIC cycle guides the project leader in how to think and make priorities when he or 

she leads a project. The DMAIC-cycle consists of the five steps, Define, Measure, Analyze, 

Improve and Control.  The first and most important step in the circle is to define the project 

and as Basu (2013) also noticed in his study, the lack of clarity of defining quality is often the 

reason why many projects fail. This is therefore one important aspect to focus on. (ibid, 2013) 

The definition phase contains four parts, (1) Generate projects and priorities, (2) Develop 

project and team charter, (3) Identify Y and Ys to be improved, (4) Determinate 

performance/map process. In order to be able to define the projects which are of interest, a 

tool called Critical-To-Quality is often used. The tool is used to break the customer's demands 

(Voice Of Customer, VOC) into a number of smaller components that are easier to manage, 

improve and follow up. The purpose of the tool is to get an overview of the elements in a 

project which is necessary for meeting - the customer requirements. (Magnusson et al., 2003) 

Once the problem is defined, it is time to measure the primary aspects of the current process 

(Lantz, 2012).  

The measurement phase consists of the three elements: (1) For each Y, identify Xs, (2) 

Develop measurement plan, (3) Data collection of Y and Xs. Measured data are collected to 

provide a basis for analysis and data can then be related to the upcoming improvements. 

Without a base, it is difficult to determine whether an improvement really is an improvement 

or not. It is also important to understand what can affect a process before the measurement is 

made. This must be known in order to determine if the measurement is reliable or not. 

(Magnusson et al., 2003) 
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After the measurement step, it is time to analyse the result in order to be able to improve the 

process. The analysis phase also contains three parts: (1) Get to know the Y, (2) Identify Xs 

that influence Y, (3) Establish improvement targets. In this phase a link between X and Y and 

how they affect each other and the final result is established. When this has been identified, it 

is possible to control the process to achieve the desired result. (ibid, 2003) 

The Improvement phase contains the steps: (1) Design solution(s), (2) Cost / benefit analysis, 

(3) Implement best solution. Now the main part of the intellectual work is done and the 

identification of the variables that affect the outcome should be improved. Among other 

things, a cost estimate is established in order to compare costs against potential income and to 

determine how the improvement may affect the company. Then, the improvement that is seen 

as the best solution is implemented. (ibid, 2003) 

The last step is the control phase which consists of the four steps: (1) Verify the planned 

improvements in Y, (2) Estimate the cost saving, (3) Institutionalize and document, (4) 

Communicate and visualize. When the implementation is done, it is important to determine 

whether the change has given the desired result or not. Sometimes it may take some time 

before the process becomes stable, which must be taken into account during the control. A 

monitoring of the cost estimate must also be done to determine how much money the 

company will save as a result of the improvement. It is important that all information about 

the improvement and the data concerning the control is shared with the rest of the company so 

that all can take advantage of the new knowledge. (ibid, 2003) 

In the Six Sigma theory, a great importance is to focus on that the improvements can be 

measured, so that one can clearly see that the organization has developed. But it is also 

important that you can demonstrate that you have saved money on this Six Sigma project 

(Lantz, 2012). 
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3.5 Strategic Management 

This chapter gives the background to Strategic Management and why it is important to work 

with this. Furthermore, the concept of Hoshin Kanri and how it can be implemented in an 

organization will be described. 

 

In the past, focus for top management in most companies was to take decisions based on only 

work carried out during the same day. Today this has changed and focus is shifted towards 

preparedly planning for a more sustainable future, something which is often called strategic 

management. Strategic management means that the management decisions are in a long-term 

way which provides an overall view of future ways for the organization. An organizational 

approach that is integrated with high participation helps to handle any upcoming problems 

and at the same time gives the possibility to identify the opportunities available. 

(Jeyarathnam, 2008) 

A corporate strategy clarifies how the company should operate. The strategy is a plan how to 

achieve the company's business concept. There are many different kinds of strategies: 

business strategy, divisional strategy, operation strategy to name a few. (Ax et al., 2009) 

According to Harrington and Ottenbacher (2011) strategic management can be defined “as a 

pattern that emerges in a sequence of decisions over time, or as an organizational plan of 

action that is intended to move a company towards achievement of its shorter-term goals and,  

ultimately, its fundamental purposes” (Enz, 2010 see Harrington and Ottenbacher, 2011). 

Furthermore it is believed that one can divide strategic management into the following steps: 

(1) situation analysis, (2) strategic direction, (3) strategy formulation, (4) strategy 

implementation (Harrington and Ottenbacher, 2011). 

3.5.1 Hoshin Kanri 

 

Hoshin Kanri (HK), which in English is often called Policy Deployment, is a method to 

ensure that all improvement activities going in a common and agreed direction. The meaning 

of HK is to break down the management's long-term goals into smaller and customary 

objectives for the organization's departments. These objectives are to just focusing on a 

number of prioritized targets. (Petersson et al., 2012) 

Hoshin Kanri was developed in Japan in the end of 1960s. It was then known as a process that 

helped the companies to solve their perceived problems in their strategy work. Hoshin, 

translated into English means compass or a policy and it refers to a long-term tactical course. 

Kanri means having a control system for managing the process. Lately HK has become a 

quality strategy planning and management system in MNCs. It is seen that many companies 

that have implemented the HK principles have not only achieved major improvements, but 

have also been able to convert long-term strategies into annual plans. (Chao-Ton Su, 2013)  

In HK, three stages are going through: in the first stage, the top management set the long-term 

and overall goals. The next step will be to communicate these down to the underlying levels 
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of the organization. They then make an evaluation on how they can contribute to the overall 

goals. The last step is to constantly evaluate the continuous progress of work. (Petersson et 

al., 2012) 

The fundamental process in HK is that it allows a two-way communication, called catchball 

(ibid, 2012), when analyzing a corporate vision and generating the goal for each department. 

Hoshin Kanri requires a strategic top-down and bottom-up communication and this is one 

reason why it has been such a successful philosophy. It also builds its strength from focusing 

on an organizations strategic direction while at the same time it includes continuous 

improvements. (Chao-Ton Su, 2013)  

For a successful implementation of HK resulting in major improvements, the most important 

thing is that the implementation is prioritized. It also requires that the core team in the 

implementation is devoted to the task. If the implementation of HK is done properly, it can be 

used to increase the efficiency of several organizational functions such as Human Resource 

Management. (ibid, 2013) 

According to the authors of “50 nyanser av Lean”, a successful Lean implementation requires 

a highly developed integrated performance management at all levels in the organization. This 

workflow can be found in theories such as HK where the central part is that all leaders and 

employees in the organization are involved in the planning phase in order to achieve the goal. 

(Ivarsson et al., 2013) 

 

  



29 

4. Empirical Findings 

Ericsson AB is a Swedish company that provides equipment, software and service in the 

business of telecommunication. Ericsson was founded in 1876 by Lars Magnus Ericsson and 

is today one of the largest companies in the world. Ericsson´s equipment and services is being 

used in network communication in more than 180 different countries, which is about 40 % of 

the global market. (www.ericsson.com, 2014)   

Ericsson Supply Site Borås (ESS Borås) has around 1000 employees. They produce 

equipment for radio communication and their primary product is called Mini-Link. ESS Borås 

has a highly developed production system based on continuous improvements in order to 

meet their customer demands and competitors, it is called Ericsson Production System. (ibid, 

2014) 

4.1 Ericsson Production System 

The Ericsson Production System (EPS) was first created in 2006 but the model was later 

updated. Ericsson has also developed an own EPS house (Figure 4.1) which is inspired by 

Toyota´s Temple (Figure 3.1). Ericsson uses EPS as a platform to drive the needed behavior 

for becoming more efficient in everything they do. Ericsson Production System is based on 

Lean, Six Sigma and Agile. Ericsson teaches, by dint of the Train the Trainer method, their 

employees, their methods, philosophies and values, through the three levels of the EPS house; 

We Believe, We Act and We Create. 

 
Figure: 4.1 – Ericsson Production System Source: Ericsson Supply Site Borås, 2014 
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4.2 We Believe 

The foundation in Ericsson Production System (EPS) is the first level, “We Believe”. On this 

level, Ericsson’s values, Professionalism, Respect and Perseverance have been established. 

They are adapted in their business and ways of working and define how Ericsson employees 

treat each other, their customers and also their business partners. These values are considered 

the base of the company culture.  

On the same level EPS also has five principles that guide Ericsson through their improvement 

work. The principle “Customer First” means that all of the performed work is always 

supposed to be seen from the customer’s point of view. “Innovate Everyday” is the basis for a 

continuous improvement atmosphere where knowledge is being shared with others and the 

work place is characterized by curiosity. “Speed Quality” means that it is really important to 

understand which products and services that needs to be delivered and to do so at the best 

time possible. “Empower Action” facilitates for the employees and the management to coach 

and convey the philosophy. The last principle is “Perform Team” which addresses the 

understanding of the internal performance and which competence that is a part of the team, 

and also how it should be used.  

The last part of “We Believe” is “Elimination of Waste”. At Ericsson, it is believed that a 

customer’s need should be considered as value and everything else as waste. Waste can be 

anything that does not add value to a customer’s needs e.g. product, process or information. 

The idea is that if focus is put on understanding waste, it can be eliminated. 

4.3 We Act 

The middle level in EPS is “We Act”, which defines the methods and behaviors Ericsson 

employees are supposed to use and act accordingly to. The effort is to always focus on and 

deliver customer needs. The behavior and methods are also influenced by the values, 

“Respect”, “Professionalism” and “Perseverance” in such a way that they help the 

organization to grow.  

4.3.1 Flow Efficiency 

 

“Flow Efficiency” means that focus should be on the flow of units or products through a 

system rather than its resources. If the flow of a unit or a product is being measured on its way 

through the system, it can give an indication on the system efficiency.  

“Demand Driven Flow” means that the flow is based on customer requirements, i.e. it is the 

customer who pulls the production. By working in this way, Ericsson will deliver what the 

customer really wants, thus eliminating wastage in the form of e.g. unnecessary work. By 

working with "Demand Driven Flow" it is ensured that a high customer focus is kept and 

since the product is what the customer wants, Ericsson will maintain a high professionalism.  

Since “Demand Driven Flow” focuses on streamlining and optimizing of the flow in order to 

provide an increased value for their customers; Ericsson will gain a more holistic view of the 
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whole supply chain (an End-To-End flow). In order to create value for the customers all parts 

of the supply chain must be understood. Therefore, Ericsson has a high focus on maintaining 

a high level of professionalism and respect for all stakeholders in the entire End-To-End flow.  

Another reason why Ericsson is putting their focus on the End-To-End flow is that they are 

convinced that a flow can never be stronger than the weakest link. By showing a high 

perseverance with continuous improvement in the whole supply chain, an efficient flow and 

thus increases in the customers’ value is obtained.  

4.3.2 Full Transparency 

 

Working for “Full Transparency” and “Right From Me” means that everyone must act in such 

a way so that he or she contributes to an increased creation of value. By sharing knowledge 

and information in a visualizing way, the working methods should be shown for others within 

the organization. This will create a community where everyone can see the whole picture. 

"Full Transparency" is, according to Ericsson, a key part of a flow since it creates a clear view 

of any obstacles that may interfere with the supply chain and ultimately affect the customer in 

a negative way. Through the sharing of knowledge, a high degree of professionalism and 

respect for others is reached as sub-optimization is avoided. 

If "Full Transparency" should produce results, the concept “Right From Me” must be adopted 

in the whole organization. By communicating a vision that strives for 0% errors and 100% 

quality, Ericsson believes that a common culture where everyone takes responsibility, 

regardless of position in the supply chain can be created. “Right From Me” is also a way to 

avoid sub-optimization since everyone takes their responsibility and delivers only a unit or a 

product that is correctly performed.  

4.3.3 Learning Organization 

 

Becoming a “Learning Organization” requires an ongoing struggle in which the development 

of current methods and sharing of knowledge are key components. It is about getting a better 

control of the business and creating a behavior that contributes to collaborative work leading 

to increased customer satisfaction. In a learning organization, “Continuous Improvement” 

work with challenging processes and methods is a vital component. 

After a process has been improved, a new standard is established. “Standardization” is a 

common agreement on how a work sequence is to be performed at a specific station. The 

purpose of standardization is not only to ensure that the work is performed in a similar 

manner at a specific station but also to ensure that the best mode embodiment currently 

known is used. Working against a standard, makes it easy to identify variation and expresses a 

sense of professionalism to other stakeholders in the supply chain since they can expect the 

same result no matter who performs the task. 
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4.4 We Create 

By constantly working according to their values, principles and with continuous improvement 

from a customer perspective, Ericsson can create business value for their customers. 

Ericsson's values and principles also make it possible to create a culture in which the 

organization can take advantage of the employees' knowledge and competence. A high focus 

on creating an efficient flow characterized by Professionalism, Respect and Perseverance, 

also leads to business value among shareholders. A business value that is meant to create 

competitive advantage, customer satisfaction and internal welfare of the employees.  

4.5 Six Sigma – Yellow Belt Training 

Today, ESS Borås teaches Six Sigma – Yellow Belt to their employees through the five 

elements of the DMAIC-cycle. After completed and approved training the course participants 

are rewarded a certification as a proof of their new skills. The theoretical part of this training 

is given at four opportunities during a year. 

In the first phase of the training the course participants learn how to define the customer 

needs, why the change is needed and to define a future position to reach for. The customer 

needs are identified by two methods: the CTQ-model and the Kano Model. These two models 

help the user to determine what the customer wants and how to get there. Then the 

participants learn why it so crucial to be able to create a sense of urgency in the early state of 

a change. They also learn the SMART-model, which is a model that helps you to reach your 

goals with a given result. The goal has to be Specific – Measureable – Approved – Realistic – 

Timebound. During the define phase Ericsson also wants the participants to learn how to 

mobilize an initial commitment. Who will be affected by, or affect, the improvement/change? 

Who needs to know about the improvement? The participants should be able to answer these 

two questions after a completed definition phase of the Six Sigma Training. Risk assessment 

and benchmarking are also two parts included in this phase of the training. 

In the second phase of the training the participants learn how to measure and understand the 

reality. They learn why they need to collect data and where to find it. One of the methods to 

analyze the current ways of working is to draw a spaghetti chart, which enables you to view 

e.g. the information flow in an organization.  

During the analysis phase, identification of root-causes is the important thing. The 

participants pick up how to use the seven management tools and which kind of questions they 

are useful for. They also learn how to do hypothesis testing and create confidence intervals.  

In the beginning of the fourth phase Ericsson teaches the course participants how to plan and 

implement a solution to the problem, the improvement phase. The participants are taught to 

use the technique of the six thinking hats, which is a method for thinking outside the box and 

be creative when implementing a new solution. They also pick up how to perform a FMEA 

(Failure Modes and Effects Analysis). During this phase presentation techniques and a small 

part change management are also included.   
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In the fifth phase of the training, the control phase, these new improvements are solidified. 

Ericsson teaches the participants in standardized work and 5S (sort, straighten, shine, 

standardize, sustain), but also how to validate results, what was the result of the 

improvement? 
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4.6 Interviews 

For the convenience of the interviewees, the ten interviews were held in Swedish. There may 

therefore be some translation problems. (Appendix 2) 

4.6.1 Knowledge of an Improvement Manager 

 

The most common answer is that an Improvement Management Training should focus on 

creating a common culture at Ericsson, such as the Lean culture at Toyota. Most of the 

interviewees agree on that the success factor in improvement work is that the company has a 

common culture with the will to change. In order to establish this culture, focus should not be 

on separate tools such as 5S or TPM, but rather on the mindset to always drive for a change to 

the better.  

Interviewee C means that the training should result in excellent knowledge in the Ericsson 

Production System, EPS, “...you must know the background and why EPS is being used”. 

Because the approach at Ericsson Supply Site Borås (ESS Borås) is based on theories from 

EPS, a good improvement manager must know these theories extremely well. Further, 

Interviewee C also says that he or she must be able to see the connection between EPS and the 

Maturity Tracker - the system that reveals the current status to the employees.  

Many of the interviewees also agree on that it is important to achieve business acumen. Since 

Ericsson is an MNC, many departments must cooperate and one problem is the ability to 

understand the whole picture. Therefore the training should include knowledge in how an 

investment affects the whole company. Interviewee E means that in a smaller company it is 

crucial to have such knowledge in order to make the right decisions for the company. 

Interviewee F means that business acumen would lead to a common understanding and 

mindset on why improvement work is important at all. 

According to Interviewee K, an Improvement Management Training should focus on the 

ability to get a greater understanding of strategic management. This means that after 

completed training, a person should be able to translate a strategic goal and vision into a 

personal goal. This will create a higher participation amongst the employees. The same 

interviewee also believes that some focus on coaching and mentoring must be included in the 

education. This is confirmed by another interviewee who also said that coaching and 

mentoring most likely would establish to a more common view of the Ericsson culture.  

Several of the interviewees mean that it is important to obtain a holistic approach, an End-to-

End perspective, so that the participants in this program gain knowledge on the entire flow. It 

is very important not to work in silos which only will cause sub-optimizing of a particular 

process. These interviewees were also of the opinion that during this program the participants 

must learn to understand why they have to work with improvements, that they must permeate 

everything you do, and not only think that working with improvements means having “...a 

five minutes long meeting once a day where you talk about what you can do”. As Interviewee 

F puts it: “It's not that Christmas is celebrated once a year when working on improvements, it 
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is a part of everyday”. Something which also several of the interviewees refer to as vital in 

such training is the kind of tools available in the improvement work. E.g. Interviewee B 

believes that an Improvement Manager at Ericsson must have a good knowledge of the 

DMAIC-cycle. According to this interviewee this focus should be so strong that a Six Sigma 

Yellow-Belt Training is included in the program. Furthermore Interviewee B says that 

through the Six Sigma - Yellow Belt Training the participants learn on how to think outside 

the box through a couple of different techniques e.g. the Six Thinking Hats. 

Many of the interviewees agree on that Change Management should be a part of the education 

and believe that theories such as Change Management are the key factor in understanding any 

improvement work at all. Interviewee G means that improvement work is not about reducing 

the workforce but being able to bring more business to the company and ultimately secure 

that the production does not disappear from Borås. Further, Interviewee G says that 

improvement work “...is about always being on your toes and be the one who operates and 

develops the future”. Another interviewee believes that it would be of a great help to obtain a 

bigger knowledge in economy and especially the differences between income statement and 

balance sheet and therefore this part should be included in the training. If you obtain a better 

knowledge in economy, it is more likely that you will also achieve a higher level of business 

acumen, something that is agreed on by many interviewees. Business cases might be a good 

way to train that kind of knowledge. Interviewee A also thinks that business cases are 

something that ESS Borås can improve.  

Interviewee H talks about the relations between behavior and culture and also how this is 

affected by Ericsson’s way of working with skill development. The same person means that 

since Lean is all about culture and really understanding the business and why the tools are 

being used instead of just using them, Ericsson must increase the work with skill 

development. This will result in an own culture with a common behavior and a greater 

understanding on why the tools are being used. Further, Interviewee H also believes that a 

common behavior is the key to success since this will develop a leadership where managers 

are able to delegate responsibility to their employees which will eventually lead to a higher 

degree of participation. This is agreed on by Interviewee K who also wishes to achieve a 

better understanding of behavior and leadership in order to communicate the importance of a 

common culture to the co-workers.  

To become a better Improvement Manager, Interviewee C and Interviewee J both advertise 

for a better knowledge on how to combine Six Sigma and the Agile way of working with 

Scrum. If these methods are combined in such a way that a lighter version of DMAIC is used 

in the Scrum process, an advantage against the competitors might be gained since ESS Borås 

will be more receptive to changes and more accurate when delivering a product or a service. 

Interviewee F is also talking about the need for a greater knowledge of Six Sigma and 

especially the DMAIC-cycle with focus on the control phase. This interviewee believes that a 

problem at ESS Borås is that there is a higher focus on starting a new project rather than 

performing the control phase. If the control phase is done properly, the risk of starting a new 

project that sub optimizes another project is minimized and therefore a larger knowledge of 

the importance of this phase is gained by the training. 
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4.6.2 Theory vs. Practices 

 

Interviewee A would like the program to be composed of a lot of practical exercises. A 

majority of the interviewees mention that a good combination would be if the first half of a 

training day is spent learning the theory and then the other half is used to practice this newly 

gained knowledge. Interviewee I says that: “I want it to be divided into 50/50 but I want to 

see that the practice is not only about to learn the methods e.g. 5S from a Lean perspective. I 

want it to be linked to our business. How do we work with 5S in Borås?” According to the 

interviewees this will improve the needed interaction. 

4.6.3 ESS Borås Strengths and Weaknesses 

 

According to Interviewee H, some of the strengths at ESS Borås are that they e.g. have an 

established structure for how everyone can be involved, there is time reserved and people are 

educated in the basics of improvement methodology, “…we at ESS Borås expect that 

everyone is working with continuous improvements all the time”. Interviewee A also 

considers that the strength at ESS Boras is the evolved mindset and approach in terms of 

improvements. Something Interviewee K agrees on saying that the strength at ESS Borås is 

the evolved mindset and the common will to change and improve. The interviewee also 

believes that everyone at the site always tries a little bit harder and that everyone also focuses 

on synchronizing the activities with the strategies. Despite this, the work with strategies can 

be improved according to Interview person K.  

 

The fact that many employees have completed the Six Sigma - Black Belt Training and Six 

Sigma - Yellow Belt Training is a strength at ESS Borås which increases the ability to 

successfully complete large improvements according to interviewee H. The fact that many of 

the managers have completed training in Six Sigma for Managers is another success factor 

since they have the ability to understand the methodology being used in the improvement 

work. 

 

According to Interviewee E another strength is that ESS Borås has the ability to work with 

improvements where there is a physical product to comply. The improvement work at office 

departments is however not as developed. The same interviewee also thinks that a former 

strength at the site was the escalation forum, which was a forum that they could turn to when 

there were questions about the area of improvement. Thanks to the forum, people were able to 

exchange ideas and learn from each other. 

 

Most of the interviewees agree on that the key factor for success is that everyone shares the 

same goal. One interviewee says that “…if we do not share a common goal and why we must 

reach it, it will most likely lead to a failure”. Another key factor is the will for a change. 

Interviewee C says that if you really believe in a change and have a will to do it, it will work. 

Furthermore, it is also important that each person has the right to participate and influence on 

the operation. Interviewee F says that the will for a change must arise from the group and not 

from someone outside or from a manager. From his or her own experience, the interviewee 
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mentions that it is important that the managers are engaged in the change or implementation, 

otherwise it will be difficult for the employees. The same person also says that “… when the 

managers are involved and engaged in an improvement, it will succeed and as a manager, you 

must act like a coach and help the group navigating in the right direction”. Interviewee G adds 

“… as a manager, the most important thing is that you believe in the task. It is also very 

important that you have a commitment and are leading by example”. 

 

Interviewee H states that it is important that the current state is correctly defined and this can 

be done by using tools such as the DMAIC-cycle from the Six Sigma programs. Furthermore, 

the same person says that if the current state is defined, it will be much easier to create a 

strategy for a common goal, which is usually considered as a success factor. Another reason 

why it is important to have a common goal is that it simplifies deviation identification. 

 

The importance of dividing the change into smaller steps is mentioned by Interviewee K once 

again. The person says that this can be a success factor for the change; this is something that 

many other respondents agree on. 

 

Interviewee A thinks that the most important thing is the focus on the result and that the result can 

always be translated into money. “Happier customers and a shorter lead-time is money for me”, 

the person says. 

 

A weakness at ESS Borås is, according to many of the interviewees, the inability to spread the 

best practice. Many of the interviewees pointed out that the improvement work at the site is 

often very good but because the experience is not disseminated to everyone, much of the 

knowledge is often getting lost. Interviewee H believes that this problem can be solved by 

benchmarking against each other in the company, since this will give an opportunity to see 

how other persons have tackled the same problem. The lack of benchmarking is something 

Interviewee K express as, “... a weakness is that we do not benchmark each other’s enough. 

Sometimes when we benchmark others, we do not use the new knowledge. I believe we can 

be too proud”. 

 

Another weakness at ESS Borås is, according to Interviewee K, that the work with creating a 

common culture is not nearly enough. The site needs to focus on creating a mindset that 

enables and drives people working together as a unit. This is an opinion many of the other 

interviewees agree on.  

 

Some interviewees think that the leadership in their respective department is an opportunity 

for improvement at ESS Borås. According to them the leaders are not good enough at 

communicating the vision and the goals, resulting in an uncertain organization. The 

interviewee hopes that the training will develop better leaders having the knowledge to work 

with the company strategy and also communicate this to the employees. The same interviewee 

thinks that the leaders’ lack of engagement negatively affects the improvement work.  
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A problem identified by Interviewee A is that sometimes the focus is on the format and 

presentation of a case rather than on the result. The defective focus causes a big risk that 

several processes are sub-optimized. Interviewee H agrees on this and also mentions that 

Ericsson is a complex company and that there is a gap in the knowledge of the whole supply 

chain. It can sometimes be hard to see the whole picture and the position of ESS Borås in it. 

 

Several of the interviewees agree on that one reason for a failure in improvement work is that 

no vision is communicated. If the goal is not defined well enough it can lead to a lack of 

focus. Interviewee A says that it is of great importance that you do not always stick to the 

original idea. You have to be aware that sometimes the work will go on in a different 

direction than what you first expected. As long as a vision and a goal have been defined and 

communicated to the members of the group the improvement will almost always be 

successful. Interviewee H explains that you must have a common culture that is constantly 

working for the best of the group and do not focus on a specific individual. The same person 

says that it is important that Ericsson is considered as one unit and that the knowledge is 

spread within the company. Interviewee H thinks that there is challenges with the current 

culture and sees this as a reason why many improvement steps could be performed better. 

Another interviewee agrees on that the concentration must be on creating a common culture 

where continuous changes are in focus because a reason for failure is that you use the tools 

without considering why they are used.  

 

Another reason for failure is, according to Interviewee K, that the whole improvement step is 

done at once instead of doing continuous changes in smaller increments. If this is done, 

changes will be more efficient and it will be easier to involve the whole group. Interviewee K 

also mentions that the lack of communication to the group can be a big reason for failure. 

 

Interviewee B thinks that the lack of motivation is a big reason for failure. The same person 

also thinks that you must have an engagement for change from beginning to end. If there is no 

engagement from the managers it will be hard to convince the rest of the group. Interviewee 

G is of the same opinion. 

 

Another interviewee perceives that the detail level of an improvement sometimes may be too 

high. The persons would rather see the whole picture of the improvement and how this will 

affect the whole supply chain.  

4.6.4 Motivation for participating in the Training 

  

“...the fact that it is an education should be a motivation factor in itself”, at least according to 

Interviewee I. The interviewee also says that when the training is completed, the participant 

should have reached a higher knowledge in EPS and really understand why the house is built 

as it is. The strive for new knowledge should be the motivator. This is confirmed by 

Interviewee G who also sees an opportunity to create a training program that can be used to 

calibrate Eriksson’s knowledge and the current position. One interviewee says “... hopefully, 

this training can lead to a common culture where changes always are in focus, this would 
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motivate me”. The training can also be used to create a common understanding of the vision 

and another Interviewee believes that the training can be used to create unified mind-sets of 

Ericsson’s business.  

Several of the interviewees agree on that this is a training that should be mandatory for 

everyone working with improvements. They also believe that the motivation factor for them is 

factors such as gaining a bigger knowledge in different methodologies that can be used in 

improvement work. The ability and possibility to be able to change something to the better for 

the company would also work as a motivation factor. After the participants have completed 

the training, many employees want a diploma that can be used as a confirmation for their new 

knowledge. 

Interviewee F has identified a lack of engagement when it comes to the control phase in the 

DMAIC-cycle. Therefore more focus should be on this phase of the training, since if the 

control phase is not done properly, another process might be sub optimized. If the training 

leads to a bigger knowledge of the importance of the control phase, this can be a motivation 

factor for the interviewee to participate in the training. The same interviewee also believes 

that more knowledge in economy can be a motivation factor.     

According to another interviewee more responsibility is necessary. The interviewee thinks 

that persons having completed the training will have more responsibility in their home 

department and this can be seen as a motivation factor to participate in the training. The new 

responsibility may include being a mentor to another person attending the training in the 

future or coaching someone in improvement work.   

Almost all interviewees believe that benchmarking and collaboration would be of interest in 

the training. 
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4.7 Semiquantitative Study 

For the convenience of the respondents all questions were asked in Swedish. There may 

therefore be some translation problems. 

Question 1: What is required of us locally at ESS Borås, for us to be a "Role Model" in Lean 

even in 5 years? 

Figure 4.1 describes the answers of the respondents to the above question. According to the 

analysis of the data, the most frequent answer was that the employees must have a better 

understanding of the entire flow so that they not just keep improving their part of the flow and 

sub-optimize. As one of the respondents puts it: ”We need to strengthen our expertise and 

understand the entire end-to-end flow”. Another important factor was that Ericsson must 

become a transparent organization where knowledge is shared and new information externally 

collected. One respondent answered; “that we continue to work on "Tearing down the walls" 

between the different departments.” Another one answered: ”Everyone must help to demolish 

the "tents" and start working together”. A clear difference between the responses can be seen 

from the figure. They can be classified in a group that many respondents considered important 

and a smaller group of less important areas according to the respondents, where it differs 

about eight percentage points between the answers in both groups. 

 

Figure 4.1 – A distribution of the answers to the question; What is required of us locally at ESS Borås, for us to 

be a “Role Model” in Lean even in 5 years? 

  



41 

Question 2: What do we need to do to focus more on the flow efficiency? What should we 

begin / quit / continue to do? 

Figure 4.2 shows how the respondents’ answers ended up in five different categories. The 

most important parameter to focus on is to create a greater understanding of the End-to-End 

flow in order to achieve a holistic approach. This category got 32,2 % of the answers. One of 

the respondents think it is important to ”lift your eyes and dare to grab the big problem areas 

before refining details”. Something that is also mentioned is ”see what the whole chain is 

doing in order to be able to see what adds value in the next step”. A common culture in which 

we act in the same way throughout the organization must also be formed, e.g. it has to be 

accepted that ”mount equipment and test equipment is stationary or unused certain periods”. 

They also have to ”stop thinking in the short term all the time”. The statement on how to get a 

better understanding of how flow efficiency can be used in different parts of the organization 

– better knowledge on how the flow efficiency and resource efficiency can be combined was 

ranked as number 2 with 22,2 % of the answers. The meaning of this can e.g. be that they ”get 

the entire organization to understand what this means at the individual level” but also that 

they  ”will start by creating an understanding of why flow efficiency is important”. 

 

Figure 4.2 – A distribution of the answers to the question; What do we need to do to focus more on the flow 

efficiency? What should we begin / quit / continue to do? 
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Question 3: What should our leaders do differently to succeed in becoming more proficient in 

Lean? 

Figure 4.3 shows how the responses to the question above ended up in nine different 

categories. What the respondents by far felt was the most important thing to focusing on (27,0 

%), was that the leaders must become better at conveying a common culture applying across 

the organization. They must start living like they teach, ”finally, we must stick to our 

principles, it is not credible to evangelize out a message and then make several deviations and 

exceptions”. Sixteen percent of the respondents believe that an important part of becoming 

more proficient in Lean is to provide the organization with more training in Lean, EPS, and 

change leadership. Among the other answers it is noticed that about 10 % of the respondents 

thought that the leaders also have to be better at communicating the principles and visions 

around the Ericsson Production System (EPS) but must also have the courage to make 

demands on their employees. The respondents, at least 9 % of them, think that the leaders 

have to begin with creating effective teams through coaching and motivating employees. As 

one of respondents puts it ”The leaders must be very good at coaching and inspire employees 

through their actions”. According to this survey the leaders also have to display on good 

leadership by leading by example and take their responsibility as leaders (6,0 %). Something 

they should be doing is ”walk the talk”. One respondent thinks that ”our leaders are good at 

talking Lean and now they need to change up a few levels and start acting Lean”. Something 

that the respondents also mention is that they want their leaders to see the business as a flow – 

get a bigger End-to-End mindset. They think that their leaders “need to get away from the 

focus on one's own group / unit and begin think entirety”. 

 

Figure 4.3 – A distribution of the answers to the question; What should our leaders do differently to succeed in 

becoming more proficient in Lean? 
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5. Analysis 

Based on the empirical findings, some areas which need improvement in order to develop the 

organization have been identified. These areas are seen as necessary to include in the 

construction of an Improvement Management Training course. The areas that have been 

identified are: (1) Lean, (2) Leadership, (3) Project Management, (4) Organizational Behavior 

and (5) Strategic Work.  

5.1 Leadership 

According to the empirical findings, many employees have expressed a desire for the leaders 

to gain more knowledge in how to communicate the MNC’s culture. This is very vital 

according to the Lean philosophy and enables the staff in the company to work in the same 

direction towards the same objective. The empirical findings also reveal that if the leaders get 

more training in coaching and mentoring, a common view of the MNC’s culture is gained. As 

discussed in the theory, mentoring is important due to the probability that without this a 

person will never become sufficiently skilled at both finding and solving problems. However 

a mentor should never serve the adept a direct solution, but must allow the adept to try on his 

own as long as it does not affect the customer. Furthermore, the leaders must be better at 

guiding the group in the right direction – towards the company goals. In order to achieve this, 

the leaders must first be trained in how to communicate the goal and the vision in a way that 

is understandable for everyone. In the theory this is something mentioned as very important 

when going through a major change. A good vision is a vision that can be explained in less 

than five minutes. It is also significant that all of the employees hear about it repeatedly and 

then understands it.      

The empirical findings reveal that Lean is being used in the production system and therefore 

an important part of the training should be focused on providing knowledge in how a leader 

acts according to Lean. Knowledge of this will most likely contribute to the building of a 

common culture. According to the theoretical framework a Lean leader is someone who takes 

fact-based decisions by participating in the daily business and sees what actually happens. 

Further, he/she should never act politically and try to blame other employees for mistakes.    

The leadership training should also communicate the importance of “leading by example”, 

which sends a message of dedicated leaders. In accordance with the theoretical framework, an 

organization with committed leaders will gain the best result and become most effective, 

especially in a Lean environment.  

To become a learning organization, the project leader must understand the importance of the 

control phase in the DMAIC-cycle. If the control phase is not performed properly, valuable 

knowledge can be lost and the organization is facing a risk of sub optimization. Another risk 

if best practice is not spread is that “the wheel” is invented once again in a different 

department of the organization. The theory therefore reveals that it is very important to verify 

whether the change has resulted in the desired output or not. It also shows the importance of 

communicating this new information so that everyone can take advantage of this knowledge.  
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Finally, a reflection on why things turned out the way they did and what was learnt by 

achieving these results must be done. According to the theoretical framework, this is 

something that is essential when becoming a learning organization. 

5.2 Lean 

The empirical findings expose that there is a need for more knowledge in the area of Lean 

which is why Lean should be a part and also the foundation of the training. In the same way 

as the Toyota Production System is based on a common culture where there is a community 

and everyone is pulling in the same direction, a deeper knowledge of the parts in the 

production system are seen as relevant at an MNC when creating a common culture where 

employees strive for the same goal. As discussed in the theoretical framework, at Toyota there 

is a common culture where all of the employees take the responsibility and always try their 

hardest to improve the company processes. As a consequence of this all of their employees 

learn the TPS-system from the design of the temple. 

The findings describe the importance of elimination of non-value added time in the 

production. To accomplish this, it is essential to really understand the customer’s need so that 

unnecessary work, waste, can be eliminated. The Improvement Management Training should 

result in an understanding on how the company can create value and eliminate waste in order 

to satisfy the customers. In the theoretical framework, the importance of defining a projects 

goal and what the customer desires is explained. Since this is hard to do, according to the 

theories, many projects fail in meeting the customers’ expectations, i.e. the work can be 

considered as waste. It is also important to start working with flow efficiency instead of 

resource efficiency since all work on a product that is not in line accordance customer 

requirements is considered as waste. During flow efficiency only operations on the product 

which the customer would be willing to pay for are performed. A consequence of flow 

efficiency is often shorter lead-times and therefore cheaper products.  

At this MNC, quality is defined as the products and services that must be delivered to fulfill 

the customer requirements. Furthermore, the company believes that a customer’s requirement 

should always be considered as value and everything else as waste, i.e. quality for the 

customer. According to the Lean philosophy quality can be improved with the help of some 

techniques, e.g. Poke-Yoke, where security is built into the process. The operator is warned 

when an error occurs and a high quality standard is secured. 

5.3 Project Management 

The empirical findings reveal that it is good for an MNC to use the methodology of DMAIC 

when running improvement projects. The findings also expose that Six Sigma is considered as 

such vital part of the improvement work in this MNC’s organization, that a Yellow Belt 

training should be a part of the Improvement Management Training. Furthermore, a better 

knowledge in Six Sigma and in particular the DMAIC-cycle is essential for developing their 

improvement leaders. Today they have a Six Sigma – Yellow Belt program ongoing. The 

program seems to be up to date and accordance with the theoretical framework. As explained 
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in this part Six Sigma is used to increase the customers’ satisfaction and reduce the costs. 

Knowledge in this methodology will increase the understanding of the DMAIC-cycle, which 

is the main tool according to the Six Sigma concept.    

Regarding to the findings, many of the interviewees would like to learn how to combine Six 

Sigma and Scrum in order to be more responsive to rapid changes in customers’ demands. As 

confirmed in the theory chapter Scrum is used when providing the customers new products in 

short-term intervals. A greater knowledge in Scrum combined with DMAIC could help the 

employees at an MNC to be more able in meeting customer demands in a faster and more 

methodical way.    

In order to be more successful when running improvement projects, a greater knowledge in 

Change Management is needed. This is something mentioned in many of the interviews. It is 

believed that Change Management is a key factor for a better understanding of the 

improvement work since it provides an understanding in Kotter’s eight steps for a successful 

change. It also provides the leaders tools in how they can motivate their employees for a 

change.   

5.4 Organizational Behavior 

Business acumen is seen as an important knowledge in order to obtain a holistic view of the 

organization and also in understanding how investments affect other areas of the organization. 

An example discussed in the theoretical framework is that business acumen is essential for 

understanding how a global economy affects the company. It is also crucial to have 

information and knowledge about business acumen in order to avoid or at least minimize 

future credit crises. This requires knowledge in how a balance sheet and state of income 

works and the differences between them. Many of the interviewees also advertise for a greater 

understanding in how the different parts of a supply chain interact. This understanding can be 

used for improving the effectiveness of the whole supply chain with the customer in focus. 

The supply chain is referred to as an End-to-End view. According to the theory an important 

aspect for getting a better grit of the supply chain is to perform a value stream mapping where 

all the process steps are identified and visualized. This can be used to provide a view of all the 

actors in the supply chain, resulting in an End-to-End view.   

5.5 Strategic Management 

The training in strategic management should, according to many of the interviewees, focus on 

obtaining knowledge on how a manager converts the strategy and vision of the company into 

personal goals for the employees. Furthermore, an improvement leader must also be able to 

synchronize the company’s improvement activities to its strategy. One way to achieve this is 

to use the theory of HK which is a method to ensure that all improvement activities are 

performed in a common and agreed direction. Hoshin Kanri is also suitable since it originates 

from the Lean philosophy, which is one of the foundation pillars in the production system at 

this MNC.  
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5.6 Concluding analysis 

Below is a suggestion on how the training could be structured with the empirical findings 

taken into consideration. Each point corresponds to a module in the Improvement 

Management Training and the subgroups are the intended content. One module approximately 

equals between 0,5 - 1 week of work.  

 Leadership 

o Lean Leadership 

o Mentoring 

o Learning Organization 

 

 Lean 

o Definition of Lean 

o Value and Waste 

o Quality 

 

 Organizational Behavior 

o Supply Chain Management 

o Business Acumen 

o Surrounding World Analysis 

 

 Project Management 

o Six Sigma – Yellow Belt 

o Change Management 

o Scrum 

 

 Strategic Management 

o Hoshin Kanri 

 

According to the empirical findings, most of the interviewees would like to see a combination 

of theory and practice in the Improvement Management Training. The interviewees agree on 

that the training should be divided into 50 % theory and 50 % practical exercises.   

In the area of leadership, Ericsson already has programs both in how to mentoring employees 

and how to become a learning organization. However, it is necessary to create a training 

program in Lean leadership. In the area of Lean, there already exist developed and completed 

trainings as well in the areas of organizational behavior and project management. A training 

that they, however, does not possess is about Hoshin Kanri. Therefore, materials to such a 

program must be developed and teachers need to be appointed. The same applies to the area 

of Lean leadership. 
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6. Discussion 

It is the authors’ belief that this Improvement Management Training should be a support and 

assistance to managers and improvement leaders throughout the entire organization. This 

training could be something that helps the managers to become better at teaching Train the 

Trainer to their organization or gives the improvement leaders new insights on how they can 

become better at supporting their managers. The training should not be a replacement for the 

current Train the Trainer, but instead a complement to it. 

The actual results from the interviews and the survey in this study were generally in 

agreement with the authors ideas on what would be interesting for this kind of training. 

However, something that we initially thought would be an interesting part was knowledge in 

how to create innovation. How can the employees be innovative and think outside the box? 

Although this was not mentioned straight out of the surveys, it is still possible to include this 

in training leaning against the theoretical framework which states that a learning organization 

is an organization which manages to be innovative.  

The training can also be combined with a good deal of study visits to see how other 

companies and organizations are working with process improvement and employee 

development. This is a good way to benchmark against other organizations and to come up 

with new and innovative ideas.  

Hoshin Kanri is something that could be helpful to strengthen the correlation between the 

overall organizational goals with the different departments' goals, but also with personal 

employee targets. This is something that very likely will strengthen the motivation of 

individual employees due to an increased involvement. However we also think that it will 

generate better overall results. 

It was mentioned in the analysis section that the combination between practice and theory 

should be divided in fifty percentages each. However, the best solution might be to begin with 

a half-day of theory and then practice this new knowledge in the afternoon. It is here possible 

to go even further than that and split the morning session in fifty percentages of each part, and 

to do the same in the afternoon. This makes it easier to learn the newly acquired knowledge 

directly. It is a risk that you forget the theories if you "build inventories" and do not have the 

chance to practice them at once. Learning by doing is the best way of learning for life 

according to the authors. If it is possible, the practice should be within the organization with 

as realistic and true data as possible. 

Furthermore, the authors think it would be a good idea for the teachers to evaluate their study 

material continuously. They can for example check that the students have embraced the 

theory by seeing if they manage to make use of this during the practical exercises. If the 

material is continually updated, it will most likely lead to a minimized risk of it becoming 

obsolete, which could lead to a lack of interest for the training.   
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It will also be helpful if the teachers hold their lessons in a Lean way e.g. begin the lessons 

exactly at the appointed time to avoid unnecessary waiting, focus on continuous 

improvements such as developing their materials and that the participants only have to carry 

through the modules that they feel are needed. This creates a pull flow instead of a push flow 

to name a few. This will be helpful because it shows that the teachers are “taking the flag” 

and sends a message that they believe in this and strive for a Lean organization. Most likely 

this will create an ever greater commitment from the organization.  

One way to motivate the participants could, besides new knowledge, be if the training is 

associated with a requirement. If a person who has completed a specific module or the entire 

training have a requirement to lead an improvement project, in his/her organization which 

must result in a specific outcome, the participants will probably be more motivated to 

assimilate the knowledge in the training. This is based from the theory of Six Sigma where 

they must lead an improvement work in order to save money to the company. Historically, it 

is shown that Six Sigma is a successful way of organising an improvement work and we 

believe that the same concept could be applicable to this training.  

The possibility to use this training in an MNC’s entire global organization has been discussed. 

This is something that is possible the way the training is structured, although, the authors have 

reasons to believe that cultural differences must be taken into to consideration if the training 

is supposed to be used the way it is designed. If an MNC decides to use the training in a 

global perspective, it would be a good idea to combine the arrangement in the training by 

performing it locally at one specific site, which is responsible for the training, combined with 

training in the participants’ home organization. As discussed earlier, we believe that the best 

way to learn something is to practice it in reality, with as accurate data as possible. 

Furthermore, this educational foundation should rest on the Lean philosophy as this 

management philosophy provides a good foundation when working with improvements.  

The authors of this thesis firmly believes that after a completed training, all participants 

should be included in an improvement forum where they can exchange ideas and thoughts as 

well as share best practice and discuss when an improvement has not succeeded and why this 

happened. 

Even though this thesis has given a suggestion on how to structure the Improvement 

Management Training, it is important to remember that the investigation has only been done 

at one MNC located in Sweden. The structure and content is only based on the findings from 

this factory and this is why it is important to point out that they may not be fully applicable in 

other organizations or locations. Hence, we suggest that further investigations are performed 

in order to establish whether the training can be used globally or not. 
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7. Conclusions 

The aim of this thesis has been to identify the areas that should be included in an 

Improvement Management Training, for the participants to gain as great knowledge in 

improvement work as possible after a completed training. Furthermore, the authors wanted to 

explore a multinational corporation in order to obtain knowledge in how they work with 

improvements and how they consider factors for success and failure. In this thesis, the authors 

have been given the opportunity to do their investigation at an MNC in Sweden.  

From the findings at the MNC, it is indicated that an Improvement Management Training 

should include the following areas; 

 Leadership 

 Lean 

 Organizational Behavior 

 Project Management  

 Strategic Management 

 

These areas are, according to the findings, seen as most essential for receiving a wide 

knowledge in how to guide an improvement work in order to increase the wealth and the 

development of an organization. Another conclusion is that the training should be divided into 

fifty percentage of theory and fifty percentage of practical exercises allowing the participants 

to assimilate knowledge in the best way possible. 

7.1 Future Research 

This thesis has made future research in how to structure an Improvement Management 

Training at an MNC possible. To begin with, it should be important to conduct similar studies 

to really strengthen the belief that this is the training that is needed, to guarantee that this 

MNC does not just happen to be a company that stands out from the normal distribution curve 

but rather is a common picture of what is needed for a better improvement work. Therefore, 

the authors believes that it would be of great interest to conduct further research within the 

area of improvement work in order to strengthen the statement of which areas that should be 

included in an Improvement Management Training.  

Furthermore, the authors’ purpose with this thesis was to explore how a multinational 

corporation can structure an Improvement Management Training. This may result in some 

cultural problems, due to preconceived ideas, since the authors have chosen to implement 

their case study at a Swedish MNC. Therefore, in the future it would be interesting to conduct 

the same study at an MNC located somewhere else in the world in order to take advantage of 

this approach globally. This will also reveal if there actually are some cultural differences 

when performing this kind of training. 

It would also be interesting to conduct research on whether this kind of training really results 

in more efficient improvement systems or not. It is therefore crucial that reliable 
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measurements are done before implementation of a new training so that the future 

measurements can be compared with today’s state in order to identify any differences. 

At last, the authors would like to point out the importance of continuously updating the 

Improvement Management Training with new theories. If the content in the training is not up 

to date, the motivation of the participant will probably decrease immediately. One way to 

ensure that the education is always updated may be to give a specific person the responsibility 

for the training. If this is done, it is likely that the responsible takes the responsibility and 

revises the training continuously. 
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  Appendix 2 

 

Name: Position: Date: 

We are working to develop a proposal for how Ericsson can design a completely new 

Improvement Management Training. The training is meant to be directed against people who are 

working with Improvements at Ericsson Supply Site Borås. 

 

1. What qualities and skills do you think that such training should lead to? 

a. Why? 

b. How can this be reached?  

c. Is it possible to ensure that participants have received wanted knowledge? 

2. More exactly, what could be a part of the training? 

a. Why? 

b. Do you know if there exists any internal training program that could be of use? 

3. If you were supposed to lead an Improvement Work, what knowledge would you like to 

have? 

a. Why? 

b. Do you think that this should be a part of the Improvement Management 

Training? 

c. Are you familiar with any internal training that covers these areas? 

4. What is, according to you, a key factor for success when you lead an improvement work? 

a. Why? 

b. How can you develop your knowledge in this? 

5. What is the biggest reason for failure when leading an improvement work? 

a. Why? 

6. How would the best combination between theory and practice be? 

a. Why? 

7. What would motivate you to participate in the training? 

8. What are the strengths and weaknesses at ESS Borås when dealing with improvement 

work? 

9. Have you ever been leading an improvement work? 

a. If so, did you feel that you got enough support? 

b. Did you feel that you had someone to talk to if you needed help and advice? 
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