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Abstract 

Constantly changing market conditions puts greater demands on companies to focus more on 

customers and what actually adds value to them. Lean production has during the last decades 

had a great impact within the manufacturing industry, creating a whole new competitive 

advantage if mastered. Since Lean is derived from the Toyota production system (TPS), there 

are some implications when implementing Lean in the western world due to the cultural 

differences. Over the past decade Lean has due to success factor in manufacturing made its 

way into the service industry, hospitals, governmental agencies among many others, this puts 

even greater demands on the company implementing Lean. Service processes are not as 

visible processes and are there are more complex steps in producing a service. The end 

product is often delivered in a face–to–face interaction between customer and employee, there 

are certain limitations to how far one can be Lean without being mean in a service context. 

This thesis exclusively concerns the financial service sector in Sweden, financial services has 

a culture of individualism which contradicts what Lean advocates. In this sense Nordea is an 

interesting case due to their positive results since the introduction of Lean.     

The purpose has been to examine how Nordea in Halland has adapted their organization to the 

Lean philosophy. Have there been any problem areas or difficulties? How has these problems 

been solved? More in detail how did Nordea introduce the Lean philosophy, how was the 

changes implemented, how does Nordea work with Lean today and what results does the 

employees feels that Nordea  has achieved through to their work with Lean.    

A case study as chosen as the research method for this thesis, the case is based on Nordea’s 

offices in Halland. The result of this thesis will describe what Lean is at Nordea, how it was 

introduced, implemented, the level on knowledge, motivation and satisfaction with Lean. To 

examine these aspects the researchers conducted a questionnaire that was handed out to 

employees at Nordea and several semi-structured interviews with managers, these responses 

created the empirical foundation for the research.    

Throughout the survey the researchers could determine that managers and employees do not 

perceive Lean in Nordea in the same way. One strong factor throughout the interviews was 

that Lean in most aspects revolves around a Lean board present at every department of the 

offices. There are no continuous educations or training within Lean at Nordea today, initially 

during the introduction there were consultants educating each office. Today all education and 

training is up to the individual employee and there is not introducing Lean training for new 

employees, it is up to the manager or co-workers to train them.   
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1 Introduction 
This introducing chapter will present a background introduction, problem discussion, 

definition of the problem and purpose of the thesis and focus areas has been chosen to 

examine.  

Nordea is a large organization within the European financial service sector; with about 1400 

offices and 33000 employees throughout their organization makes Nordea one of the largest 

banks in Europe and the leading bank in most Scandinavian markets. Nordea serves 10 

million customers in total and 5,9 million of these are e-customers. Nordea has a vision to 

become a “Great European Bank” that focuses to put value in; positive customer satisfaction, 

it is all about their consumers being served by a unified Great Nordea team. The very 

foundation of Nordea is focused on Results – cost and risk capital lies close to Nordea’s 

vision. 

To become the bank that Nordea is today they have gone through several fusions with other 

banks in Sweden and neighboring countries like Norway, Denmark, Finland, Poland and 

Baltic countries. All new employments go through a training program to develop their 

employees to become better leaders and be able to build a career within the organization. 

Nordea is an organization in the financial service sector that has shown positive results since 

the introduction of Lean in the organization. Nordea has worked with Lean for about four 

years and has now reached a point where the Lean philosophy according to Womack and 

Jones (2003) should be established within the organization and positive results should be 

visibly increasing. 

All actors within the financial service insustry are challenged by increasing dynamic and 

global market conditions. Banks are more or less forced to consolidate or going through major 

changes to maintain their competitive advantage. Nordea chose to adopt the Lean philosophy 

to their organization as another way of creating a competitive advantage, and has worked with 

Lean for about three to four years and can show positive financial results since the 

introduction of Lean. Since Lean is becoming more common among the service industry, with 

varied results, this thesis will focus on how Nordea has adopted the Lean philosophy to 

achieve their success.  

Lean production has derived from TPS, which is a Japanese production philosophy. Since 

1960 the TPS had its main impact on the manufacturing industry, presenting a whole new way 

of thinking that often resulted in a sustained competitive advantage. During 1980-90, a large 

survey of Japanese, American, and European car manufacturers was carried out, comparing 

these to distinguish what separates Western production philosophies from Eastern. The survey 

resulted in a book called; The Machine that changed the world, this book started a movement 

all over the world towards Leaner way of manufacturing and has had many followers over the 

years.  

During the last decade Lean production has after a successful track record in manufacturing 

context, made its way into the service industry, foremost within hospitals and financial 

services. Results from numerous surveys show that the translation of Lean production to 

match service processes has not been all that easy and have sometimes resulted in stressed 

personnel, insecurity and resigning employees.      
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1.2 Problem discussion 
Lean production was developed to reduce waste and improve quality, to do more with less, in 

a manufacturing context. In an assembly line or machine park processes are visible and less 

complex to identify in comparison with a service working environment. Wastes like stock and 

excess tools in a manufacturing context are easily identified and eliminated and processes can 

be improved just by rearranging assembly stations or machines.  

In a service context products and production processes are not as visible and waste is not as 

easy to identify. This makes the initial steps when implementing Lean production more 

complex and often companies don’t adapt Lean as a concept or philosophy.  Many companies 

don’t seem to realize that implementing Lean production means to change the entire 

organizations values and culture to fit Lean and not the other way around. Nordea that it is 

operated from top-down, something that will create some problems concerning the 

implementation of the Lean culture’s flat organization with a free information flow and low-

level decision-making. Organizations must move the decision making down to levels that 

carries the proper knowledge instead of going through layers of managers. An open 

information flow is an essential factor to create cross-functional teams; this gets employees 

involved and helps to create the big picture.   

 All Lean concepts are 80% about implementing a Lean culture and a new way of 

thinking through the entire organization and 20% about actual tools and methods to 

improve processes. 

 

 Approximately 70% of all Lean initiatives fail due to not having the organizational 

culture that is appropriate for a Lean working environment.  

The fundamental base in Lean is to involve everybody in the organization and creating a new 

way of thinking. Often problems occur due to the complexity of service processes and 

identifying value adding and non-value adding activities. Many companies tend to pick the 

activities they believe will fit their organizations and implement them with intentions to reach 

great results, but often this results in even more complex implementation process and 

disbelief in Lean production that eventually can create resentment towards any organizational 

change. 

When it comes to implementing the Lean philosophy there is some skepticism around the 

actual fit of Lean in a service context and the fact that Nordea has shown positive results since 

their introduction Lean lies as foundation for this thesis. There are some initial concerns about 

what Nordea actually has implemented, as the researchers are trained within Lean production 

and has performed Lean projects within the manufacturing context, it should be interesting to 

see what parts of Lean Nordea is working with and how they have adapted as an organization.  

There are a number of previous studies made both case and empirical about Lean in service, 

administration, financial among many other service areas. There are two bachelor thesis that 

involves both Lean and Nordea and one Master thesis about Bank X that have been analyzed 

to specify the research area of this thesis. All studies are from Swedish schools and thereby no 

special considerations about culture, nationality or religion affecting the results have to be 

taken into consideration.  

Implementing Lean tools and methods will in most cases present some initial positive results 

but it will stagnate over the years if a Lean culture is not firmly implemented along with the 

tools and methods. Employees and manages need to rethink their work and see possibilities to 

improve their own working assignments continuous.  
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1.2.1 Defining the problem 

To achieve a Lean organization there are certain factors that needs to be fulfilled, this thesis 

aims to bring clarity to what the requirements for Lean philosophy and Lean production there 

are to make it functional in a financial service context. There are many differences in 

producing a physical product in contrast to a service, something that adds to the complexity 

when it comes to involving and motivating employees to embrace new ways of working and 

thinking.  

The previous study performed by Petkar, Mård and Holvfe (2009) at Nordea indicates that 

Lean might not fit the way Nordea works, their focus areas was specified to a certain service 

in one office. Adding to the problem is the study performed by Kakamami and Ohlsson 

(2009) indicating that Nordea has not implemented the Lean concept but adapted some tools, 

their focus were Lean in Bank administration. The master thesis by Akhunov, Eriksson and 

Volkova (2007) is focused on if Lean can add value in a bank and as an option to 

consolidation. They concluded that Nordea works with Lean in every aspect besides the Pull 

system that they claim do not fit in a banking context. 

None of the previous studies can show a result that states if Nordea has implemented Lean or 

not, they all have other focus areas but seem to reach the same conclusion. That Nordea are 

working with Lean but has failed to adapt many of the fundamental steps described in theories 

and literature.  

This thesis will hopefully complement previous studies by defining how successful Nordea 

has been in the adaptation of Lean into their organization by a quantitative study among all 

workers and qualitative studies among the management.  

Subjects that will be discussed besides the history and the definition of Lean are: 

 Lean as a philosophy 

 Lean in the service industry 

 Implementing Lean in a service company 

 Challenges when implementing Lean in a service company 

The fundamental factors investigated for the theoretical framework of this thesis are:  

 Implementation of the Lean way of thinking 

 Lean training and education 

 Motivation through feedback and communication 

 Satisfaction by continuous feedback and visible results 

These factors are important when implementing Lean production and can be followed 

throughout the questionnaires, interviews and chapters of the thesis.  
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1.3 Purpose 
The purpose is to examine how a fincancial service company like Nordea in Halland has 

adapted their organization to the Lean way of thinking. Are there any problem areas or 

difficulties in implementing and sustaining a manufacturing philosophy in a service 

organization? More in detail how the employees were introduced to the Lean philosophy, how 

the changes were implemented, how Nordea works with Lean today and what results the 

worker feels Nordea has reached due to their work with Lean.    

1.4 Research questions 
Has Nordea successfully implemented the Lean way of thinking in their organization? 

To identify the level of success there are some more specific questions that needs to be 

answered; what is Lean within Nordea? How has Nordea implemented Lean? How are they 

working with it today? What do the employees think about it? Is there a future for Lean in 

Nordea? 

1.4.1 Focus Areas 

There are many aspects to the Lean philosophy that has a major influence on the end result, to 

define a level of success for an implementation the most important focus areas from 

introduction to perfection has been identified and defined through a theoretical framework: 

 Implementation and Involvement 
By understanding the holistic connections and synergy effects, it is easier to 

understand how everything is connected and how important the personal contribution 

is to the overall result. This also makes the implementation as easy and efficient as 

possible. 

 

 Motivation through Communication  
To ensure total involvement and motivation there has to be a free information flow 

throughout the company, goals and results needs to be continuously updated to relay 

the fruit of their labor and motivate further work. There shouldn’t be any 

communication blockage, i.e. if someone wants to talk to the manager they should be 

able to just walk up to his door and knock, or pick up the phone and make a call. 

 

 Training and Education  
Knowledge and education are fundamental in order to understand why and how things 

need to be changed in order to reach a certain result. The education has to be 

continuous in order to maintain a constant Lean mind and to keep the motivation to 

perform further changes and implementations.   

 

 Results generating satisfaction 
Energy and a positive attitude are crucial for the success of any organizational change, 

the involvement and for continuous work to take place without any supervision. 

Constant feedback about the result of the changes will create a satisfaction among the 

work force.  
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2 Methodology 
Throughout the methodology the process of completing the dissertation and why these 

methods were chosen will be explained and described. A theoretical framework was 

constructed from literature concerning Lean production, Lean philosophy, Lean in service, 

Lean management.  The empirical data has been collected through a questionnaire among the 

employees at three Nordea bank offices in Halland and five semi-structured interviews with 

the management. 

 

2.1 Research approach 
The theoretical framework is constructed of theories about Lean production foundations, 

important terms, implementation and crucial steps to maintain a Lean environment has been 

analyzed and summarized to concur with the collected data. This framework is later to be 

compared with the way Nordea perceives Lean and has implemented Lean in their 

organization. 

Since the approach starts with a theoretical framework that later is to be compare to the 

empirical findings the used approach is according to Bryman and Bell (2007) deductive. 

Empirical data will be gathered through questionnaires and interviews to sample how Lean is 

undertaken in the financial service industry.  

Three Nordea offices in Halland have been chosen as a case study for this thesis. Originally 

all offices in Halland were to be interviewed and asked to answer the questionnaires. After an 

unstructured interview with the Bank manager in Halmstad this proved unnecessary due to 

fact that all offices are, as Womack and Jones (2003) argues, standardized to look and work in 

the exact same way, i.e. anyone from any office should be able to just enter and start working 

no matter the location; So investigating one office is to investigate them all. The three chosen 

offices will be compared, to examine what results have been reached due to Lean. Nordea is 

now at an interesting point in their implementation of Lean, more specifically, according to 

Womack and Jones’s (2003) time frame for implementing Lean, Nordea are to complete the 

transformation to Lean.  

Empirical data will be collected with mixed method; through both questionnaires and 

interviews one to validate the other, Bryman and Bell (2007). This method was chosen to 

acquire the highest reliability of data possible. The questionnaire was designed for the 

employees at Nordea with a number of statements regarding four focus areas, these statements 

are later to be compared to the answers received during the semi-structured interviews 

performed among the managers at each office. By comparing these two the cause of failure or 

problems will hopefully be distinguishable to belong to either the manager at each office or 

the managers above them.  
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2.2 Theoretical framework 
The framework was developed through literature found through literature from both the 

school and public library along with the use of internet databases. The theories that constructs 

the base of the theoretic framework involves the entire Lean concept, from the historical 

discoveries made during the 1950’s to how modern service companies have adapted to a 

Leaner way of thinking. Creating a framework that covers the entire philosophy, what it 

means in a service context, the problems and expectations is necessary to have sufficient data 

in order to judge Nordea’s level of success.  

Databases connected to Halmstad University library has been searched in order to find the 

relevant theories and articles for this dissertation. To select among the myriad of theories, the 

abstract of these were read in order to determine the relevance and usefulness. The searches 

have been conducted on the following data bases: 

• JSTOR 

• Academic search elite 

• Oxford Journals 

• Emerald Journals 

Independent database; 

• Google scholar 

Literature dealing was found in both libraries using certain key search words;  

 Lean evolution 

 Lean Production 

 Lean Philosophy 

 Lean for service  

 Lean Management 

 Change Management 
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2.3 Empirical methods 
To collect empirical data from Nordea two types of methods were used to acquire sufficient 

and reliable information. In the first phase semi-structured interviews with the Bank managers 

resulted in some general information about Nordea’s work with Lean. During the second 

phase a questionnaire was sent to the Nordea office managers, the third phase was to 

collaborate the empirical results from the questionnaires with semi-structured interviews with 

the management. Questionnaires and the interviews was both carried out in Swedish to make 

them more natural for the respondents and interviewees, results from the survey was then later 

translated to English. 

2.3.1 Questionnaire 

The questionnaire was developed according to Bryman and Bell’s (2007) recommendations. 

The purpose of the questionnaire was to gain knowledge concerning, the implementation of 

Lean, Lean training, motivation of working with Lean, and satisfaction connected to Lean 

processes and continuous improvements that are active within the organization.   

The questionnaire has been design to be as easy to follow as possible and to provide adequate 

data from the respondents, the chosen focus areas were;  

 Implementation of the Lean way of thinking 

 Lean training and education 

 Motivation through feedback and communication 

 Satisfaction by continuous feedback and visible results 

These topics were chosen to get data concerning how Lean was introduced and perceived by 

the employees, the training within Lean, how motivated employees are with working with 

Lean and how satisfied they are with results of Lean.  

The questionnaire starts with some general questions, to be able to distinguish groups with 

similarities during analyze of the questionnaires. 

  

To wrap up the questionnaire there are three open questions where the responders can in their 

own words give thought to what Lean means for them individually and both positive and 

negative factors of Lean. 

The questionnaire had a limited survey sample to three Nordea offices that in Halland’s 

county. Questionnaires will be sent out through email to the Bank managers at each office 

who then will hand out the questionnaires during their morning Lean meetings. The morning 

meeting is mandatory, something that ensures that all employees at each office will 

participate.  

 The advantages of a questionnaire is that if well developed, provide a very accurate 

answer to the research question and also act as a foundation from which one can make 

statements. Some main factors for using this method are the limited time and cost for 

the dissertation. 

 

 The disadvantages are that there is always the problem that the respondent does not 

properly understand the questions and therefore are more likely to answers incorrectly. 

Bryman and Bell (2007) mentions some attributes that are taken into consideration to 

increase the response rate and validity of the survey. 
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2.3.2 Semi-structured Interviews 

According to Bryman and Bell (2007) there are three main methods for carrying out 

interviews: structured, semi-structured and unstructured. Due to the flexibility and 

possibilities to follow up on interviewee answers a semi-structured method was chosen. 

Interviews took place at each manager’s office to provide a natural and secure environment 

for the interviewee. During the interviews there were no distractions, odd reactions or 

confusion detected with the questions or responses.  

The interview guide was designed for the interviewer to have as a frame during the interview, 

if a question steers away from the subject it is easy for the interviewer to get back on track. 

The topics for the interviews was constructed to analyze how managers were introduced and 

trained within Lean, how they communicate with co-workers, handle improvement 

suggestions, this information is later to be complementary in the analyze part. 

 Implementation of the Lean way of thinking 

 Lean training and education 

- Areas for further training and education 

- Handling of improvement suggestions 

 Motivation through feedback and communication 

- Lean perceived as a motivational factor 

 Satisfaction by continuous feedback and visible results 

For the interviews a sample group consisting of employees with a managing position and 

Lean education and are supposed to pass their Lean knowledge and work philosophy on to its 

subordinates and co-workers. A homogenous sample group was intentionally chosen for the 

interviews to receive accurate data and not get wide apart answers.      

The advantages of using a semi-structured interview are that the interviewer has the 

possibility to change or alter the questions to be more suitable for the purpose and 

environment. If a respondent does not understand the question it can be explained instead of 

answering the question incorrectly. There is also the possibility to distinguish new areas for 

further interviews. 

The disadvantages are that the interviewer has to be properly prepared in order to be able to 

follow up on the respondent answers and also not trying to ask leading questions and to steer 

the interviewee in the right direction.  

2.3.3 Data Analysis  

All interviews was translated, summarized and analyzed together with results from 

questionnaires and presented in the empirical chapter. A statistical computer program called 

SPSS will be used to analyze the answers from the questionnaires and demonstrate the results 

in graphs and charts found throughout the report and to its full extent in the appendix.   

In order to further analyze the empirical data Nordeas views and way of operationalizing Lean 

processes will be investigated. As a result for the conclusion will be to determine and 

distinguish similarities and differences in the way these methods and philosophy are 

interpreted to fit the financial service industry. 
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2.5 Method discussion 
Mixed methods i.e. a combination of both qualitative and quantitative methods has been used 

to collect empirical data. There are according to Bryman and Bell (2007) some implications 

concerning the use of both qualitative and quantitative methods for one and same project.  

Complimentary is described by (Hammersley,1996 given in Bryman and Bell, 2007) as a 

method where both quantitative and qualitative data can be used, one to corroborate the other. 

This method has been used to combine the data, interviews that are carried out are to 

corroborate the data received from questionnaire.   

2.6 Data Quality 

2.6.1 Validity 

The questionnaire and interview questions have gone through several revisions to achieve the 

appropriate answers needed from the empirical data. Both students and supervisors have 

reviewed the questions and given feedback for changing the questions. Every Bank manager 

at every office thoroughly looked through the questionnaire and the interview focus areas for 

any uncertainties, business secret’s, etc, before carrying out the interview. To increase the 

number of employees receiving a questionnaire, it was initially intended that the 

questionnaires were to be personally handed out by the researcher during a Lean meeting.   

However due to issues with company confidentiality researchers was not able to participate at 

these Lean meetings and thus questionnaires were handed out by the manager.  

2.6.2 Reliability 

The external reliability of the interviews is good; it is easy to replicate all interviews using the 

same questions in the same environment. There were no special social circumstances that 

could affect the outcome or anything said by the interviewer that could steer the answers in 

any specific direction. The internal reliability is good since there are no secrets between 

departments within Nordea, all managers have access to the same information.   

2.6.3 Non respondents 

There will be a low number of participants for this survey, this will fortunately not result in 

low response rates. Hence to the percentage of employees responding at each office is 

sufficient to capture the majority of each office. Complementing interviews will be carried out 

if the is a need for additional data. Not all interview questions regarding the first period of 

Lean could be answered by the managers because two of them had not been working as 

managers during this period.  

2.7 Sample limitations 
The research has been limited to the financial service industry, due to the limited time frame 

there was a need to narrow down the research from covering the service sector to exclusively 

focusing on the financial banking industry. More specifically there has been cooperation with 

Nordea in Halland to provide necessary empirical data and opportunities to interview 

management personnel. 

Nordea has approximately 30 000 employees throughout their Scandinavian organization and 

has implemented a structure of their offices throughout their organization, everything 

standardized points towards that all Nordea offices are alike, works  in the same way and 

thereby the answers should not be that different. But to ensure that the answers were as 

reliable as possible the research included three offices within Nordea in Halland. 
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3 Theoretical framework  
The theoretical frame work was constructed to create a more comprehensive understanding of 

Lean and consists of and to compare against the empirical finding collected throughout the 

process: History of Lean, What Lean is, Lean as a philosophy, Lean in Service, 

Implementation of Lean in Service industries, challenges when implementing Lean in Service 

and expected results from Lean.       

3.1 History  
Craft Production to Mass Production to Lean Production 

If someone wanted a car in the beginning of the 20
th

 century it had to be manufactured 

through Craft Production, everything was customized with handmade components and there 

were no identical cars, components or spare parts. This process took a long time and even 

though it resulted in exactly the product the customer wanted it was at a staggering price. As 

society modernized and vast amounts of oil reserve were found the demand for low-cost 

automobiles increased, the industry struggled to increase low-cost production a new era 

started; Mass production, (Pascal, 2002).  

Taylor, Ford and Sloan are regarded as the fathers of Mass production; an evolutionary 

development of the former production process, designed to fix all the problems and negative 

sides of craft production, i.e. high costs, long production time, no standards of measures or 

materials components or spare parts etc, Womack, Jones and Roos (1990). Taylor, as 

mentioned by Sandkull and Johansson (2000) invented industrial engineering by finding the 

best way of doing things, i.e. standardization and the reduction of cycle time. Ford 

concentrated on reducing the number of parts and actions that were required to complete the 

product with help from his newly invented moving assembly line. This was done on in an 

enormous factory that was specifically designed to produce the Model-T. He could cover the 

giant investments needed by dominating the market for low-priced cars, he later expanded 

further through exchangeable parts and the simplicity of the Model T’s mechanics. Most of 

the repairs and modifications could be handled by an average person with basic mechanical 

skills. Sloan made sure the worker union movement and marketing was updated in accordance 

with the developments made by Taylor and Ford, (Womack, Jones and Roos, 1990 and 

Pascal, 2002). 

During the 1950’s, after World War 2 Japan was advancing from a low-quality and low-cost 

Mass Producing country towards the top layer of the production industry. This was the fruits 

from the labor made by Toyotas founding father Eijii Toyoda, he visited Fords manufacturing 

plant in Rouge Detroit, that during this time period was by far the biggest producer of 

automobiles in the world. Toyoda studied every square inch of the plant and reached the 

conclusion that this method would never work in Japan, he didn’t have the space nor the 

funding to duplicate Fords plant. This forced him to create a new production system that 

would fit the limitations and still maximize production efficiency, (Pascal 2002).  

The TPS was constructed to fit Japanese limitations and to improve manufacturing process 

speed by, according to Womack, Jones and Roos (1990), rearranging processes, standardizing 

components, eliminating waste and all non-value adding activities and as Sandkull and 

Johansson (2000) mentions, improved the cooperation throughout the entire value chain. This 

new production system made Toyota the number one automobile manufacturer in 1960’s and 

they are still in the top layer of automobile manufacturers, a result that all other companies, 

even in non-manufacturing sectors, want to achieve and sustain. (Womack, Jones and Roos, 

1990).  
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The expression Lean was coined in a survey of the world’s major automobile manufacturers 

done by Massachusetts Institute of Technology in 1979. Toyota was then classified as Lean 

due to their high efficiency and quality in combination with maximum use space, staff and 

funds. Lean Production, i.e. The Toyota Way or TPS is now a widely known and adapted 

concept, Womack, Jones and Roos (1990) describes Lean to be developed to improve 

manufacturing process speed and meet customer demands with a standardized process, and by 

combining these reach the highest possible efficiency and quality. 

 

3.2 What is Lean? 
“Lean is a concept, a process and set of tools, techniques and methodologies that leave 

behind them a trail of successes in bringing about effective resource allocation” (Atkinson, 

2004, p.1) 

Atkinson (2004) claims that many managers still regard Lean as just another way of cutting 

unnecessary costs out of an organization, although Lean achieves this, it’s just an objective 

along the way.  

The Lean philosophy origins from a Japanese culture, there are some major differences 

dividing eastern and western organization cultures. Cameron and Quinn (2006) discuss four 

major types of organizations where the Japanese culture is described as a “clan culture”. This 

type of culture has a focus that aims towards what is best for the companies best rather than 

on what is best for the individual. Clan culture-firm is more like extended families and typical 

characteristics are mentioned to be teamwork, employee involvement, and corporate 

commitment to employees, all factors important to make Lean work in a company (ibid). 

Larsson (2008) argues that the Lean concept builds to 80% on culture and only 20% on tools 

and methods. This explains why the implementation of Lean many cases fails, many 

companies focuses on only implementing the tools of Lean a hopes that it will function. 

Implementing Lean successfully requires a radical change in organization culture to make it 

functional. Larsson (2008) claims that up to 70% of all Lean initiatives fail to reach a Lean 

enterprise due to this. Atkinson (2004) further explains that all businesses are driven by 

hundreds of processes, but focusing on so few core processes and how they are connected the 

organization will create a Lean culture.  

The cultural change that are needed to succeed with Lean will not happen overnight; as 

Maskell and Baggaley (2004); and (Åhlström, 1995 cited in Löwstedt 1995) discusses, 

changing a organizations culture involves changing thought patterns, behaviors, attitudes and 

emerged routines developed by the employees over a long period of time. This might not be 

an easy task to do and are likely to be met with resistance; however, Kotter (1996) argues that 

in order to carry out changes successfully the people must have good reasons to why they 

should change.   

In order to fully understand and maximize the results from Lean one must first understand the 

entire philosophy that has constructed the platform for all tools and methods. Organize 

everything with the customer and user in focus, all tools and methods are designed to give the 

buyer of the product as much value as possible. Both, Pascal (2002) and Womack and Jones 

(2003) argues that it’s the customer who has to be the focal point at all times, in the end 

everything depends on the purchase and the usage of the product. 
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“Lean thinking is Lean because it creates ways to do more and more with less and less” 

Womack and Jones (2003, p.15).  

Atkinson uses a similar phrase but ends it “It is not about sweating the assets”, (Atkinson, 

2004, p.1)  

Less time spent on waste means more time for the customer. More time will increase the 

profits; with higher efficiency and by creating jobs for the newly found excess time, i.e. 

mentioned by Womack and Jones (2003), higher efficiency will not result in downsizing the 

company or the firing of employees. It also provides employees with the skill and control 

necessary to continuously challenge themselves to improve. In a combination with equal or 

higher customer value there can only be a profitable outcome according to Womack, Jones 

and Roos (1990).  

According to Atkinson (2004) the most important thing is however that Lean is introduced 

into the organization it can be a serious long-term relationship for many businesses. Lean can 

unite the entire organization in a relentless hunt for constant improvements.  

3.3 Lean as a philosophy  
When Toyota started their transformation they had trouble getting workers to stay long 

enough in order to fully understand and develop the standardized parts of their production. In 

combination with the new workforce laws where employees had rights Toyota resulted in 

offering their employees life time employment. They even constructed small communities 

around their factories with recreational activities, schools, nurseries, hospitals etc, they 

encouraged team sports and people from all levels of the organization to fraternize and create 

strong bonds beyond the work association, (Womack, Jones and Roos 1990).  

Atkinson (2004) argues that Lean thinking can only exist if a listening and thinking culture is 

installed where the process design is created, by those who perform the task instead of some 

analyst in an office far away. Atkinson also emphasizes that the focus should not be on the 

results and overall benefits instead of the use of a particular tool, too often tools are identified 

as the solution. 

1) Specifying the actual Customer value  

The foundation of the Lean philosophy is to focus the strategy towards the main goal of any 

business; Customer Value, the only one who can truly define this value are the customers. To 

create true, sustainable value for customers and understanding the way of thinking Lean; the 

management has to be involved enough to able to explain exactly how a product is produced 

or a service performed from raw material to delivered product, (Womack and Jones 2003). 

Defining customer Value, according to Womack and Jones (2003): This is the first critical 

step in Lean thinking and value can only be defined as; The right product or service meeting 

the customer needs at the right price being delivered at the right time. Value is created by the 

producers, in a consumer’s point of view; this is the main reason why producers exist. 

Unfortunately this seems to be very hard for a company management to understand, define 

and measure.  

Swank (2003) describes the segregation of complexity and the standardization of procedures 

as two key areas when identifying the actual customer value and the removal of waste. By 

making things as simple as possible and introducing this procedure throughout the 

organization.  
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2) Identifying the Value stream  

How the raw material travels and transforms before it ends up in the hand of the customer as a 

finished product. Action creating and adding value for the customer is the opposite to waste 

(MUDA) in any organization; MUDA means waste is the most important Japanese word to 

know in Lean. It’s when an employee takes up time and resources without creating any value 

for the customer, unnecessary transportation; goods and services that doesn’t meet the 

requirements of the customer, Pascal (2002). Swank (2003) emphasize the importance of 

locating each station close to the one that the product will go through next, optimizing the 

value stream. 

“The better you are recognizing all these forms of waste the more effective your improvement 

efforts will be” George (2003, p.262). 

MUDA is everywhere and as the knowledge and techniques of finding it increases so does the 

amount of visible MUDA. Fortunately there is an efficient way of eliminating MUDA; Lean 

thinking, by identifying, analyzing and then correcting the waste problems the company and 

staff will be able to perform more tasks faster with a better result, Womack and Jones (2003).  

There are many different forms of MUDA in the Lean philosophy, the definitions have 

evolved throughout the years, according to Pascal (2002), George (2003), Keyte and Locher 

(2008) there is seven forms of waste: 

 Overprocessing happens when a company is trying to add more value to the service 

than the customer is willing to pay for. There are mainly two reasons behind this; (1.) 

The customer value has not yet been identified, this causes to company to keep adding 

customer value at the expensive of the price. (2.) Allowing non-value adding work to 

creep into a process.  

 

 Transportation is a waste that occurs on a large-scale, it is often incremental amounts 

of waste that together over a period of time becomes very expensive. Reasons behind 

this waste are inefficient layouts, large equipment, traditional ways of doing things, 

unnecessary transportation both in- and external of material and workers.  

 

 Unnecessary motion that does not add to customer value, i.e. movement between 

offices, copying machine, archives. Movement of papers both physical and 

electronically, etc.  

 

 Unnecessary inventory of raw material, components, work-in-process that not only 

locks funds in their value but takes storage place. Boxes filled with assignments, filled 

email inbox, filled storage, etc. 

 

 Waiting time is a delay in the production due to a working station or the storage is out 

of components. Or when there are components that need to be corrected or redone. 

Downtime in the computer system, approval from management, information from 

customers, etc. 

 

 Defect is an aspect of the service that does not contribute to the customer value, this 

means anything from missing information, missing a deadline or in some way causes 

the customer to be unpleased with the service they are buying.  

 

 

 



Theoretical Framework 
 

 

 
14 

 

 Overproduction means making things that can’t be sold; Extra: workers, machines, 

parts, material, energy, electricity, machines along with interest payments on loans and 

building, maintenance of large warehouses etc. Specific for the service industry; 

printing paper before it’s needed, buying supplies before it’s needed, starting on a task 

that others aren’t ready to participate in yet, etc.  

 

3) Create a Continuous Flow  

Stop departmentalized batch thinking, it’s more efficient to work continuously on something 

from raw material to finished product than it is to divide everything in batches and perform 

the same task on many similar products. It is easier to keep the product in focus instead of the 

actual machine or production time. This step radically shortens the time for a product to go 

from raw material to finished product. Womack and Jones (2003) further explains; It’s an 

natural thing to organize things in clusters of similarity, this is probably a tradition handed 

down from our forefathers farming techniques. Each harvest resembles a sudden surge in 

production in a company; A harvest is essentially a large batch that needs to be processed all 

at the same time so not to spoil the food they often were depending on to survive, similar to 

smaller companies getting an large order crucial for their future survival.  

Swank (2003) has divided this into two separate areas; setting a common tempo, the heartbeat 

of Lean is to produce according to a time frame. And balancing loads will decide how much 

each worker has to work.  

 

4) Create a Pull for your product.  

There should be a surge in the demand for the product. Being able to produce exactly what the 

customer wants, at the exact time it is needed at an affordable price the need of sales forecasts 

goes out the window, Womack and Jones (2003). This results in a stable market where the 

customer can get what they want when they want it; this means that the customers are Pulling 

the product through assembly in comparison to having the company Push the products at a 

higher pace than the demand requires, Pascal (2002). 

5) Reach perfection by continuous incremental improvements (Kaizen).  

When a company has completed all stages and is at the end of the Pull stage it usually dawns 

on them that reaching perfection is no fantasy. Literary reaching perfection is unfortunately 

not possible due to that the five stages works in a vicious circle, every time a company pushes 

their limits there are new problem areas that needs addressing discovered. But the feeling and 

motivation is still the same, this carrot and stick motivation can often replace the commonly 

used financial bonus system. By the time all stages are complete the second time around new 

improvement ideas are already talking place and it is time to go through the whole process 

again. The changes are usually smaller each time it goes through the circle but can still result 

in radically improved efficiency or profits, but the most important thing is to continuously 

strive towards reaching perfection through continuous improvements, (Womack and Jones 

2003). 
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3.4 Lean in Service 
The majority of available literature regarding the Lean philosophy is based on Lean 

production and not Lean in service. To define what this thesis refers to as Lean within the 

service industry this chapter will explain the overall definition: of the philosophy, 

implementation, motivation, tools and methods currently used or suggested in reviewed 

theories regarding Lean in a service context.  

“Lean is a set of principles that accelerates the speed of all processes across the enterprise”, 

George (2003, p xi).  

It might be difficult to see how the production improvement methods can be applied to 

something as lucid as customer service satisfaction. By breaking down the whole service 

process the company is divided into smaller measurable processes and the similarities are 

easier to identify. As George (2003) concluded, unnecessary complexity adds a variety of 

waste adding processes.  

According to George (2003) Service processes are usually slow, in combination with the fact 

they are prone to resulting in a service of poor quality means they are also expensive 

processes. An inferior service results in a lower customer value which is a straight 

contradiction towards the Lean philosophy. The reason behind the slow speed of the service 

process is usually that there are a lot of WIP or TIP (work-in-process or things-in process).  

As service-producing processes often involve face-to-face customer contact it stresses the 

limits to which extent processes can be improved and what actions to consider as MUDA. It’s 

vital to determine what brings value to a customer and what actions do not. (Åhlström, 1995 

cited in Löwstedt 1995) discusses that implications exist on different structural levels when 

implementing Lean production in a manufacturing context in the west world, this makes 

implementation even more complex in a service-producing context.    

Everyone can work with guidelines but the success of the implementation, use and 

improvement is individually modified in a service with face to face customer contact, the 

success of the transaction lies in the interaction between individuals. 

“work that adds no value in your customers’ eyes typically comprises 50% of total service 

costs”, George (2003,p3). 

George (2003) argues that there are some general difficulties in applying a production 

philosophy to a service company: It’s harder to view the actual process of an activity 

compared to the production industry where the actual product is visible along with the 

activities taking place around them, it is further mentioned by Larsson (2008) that if it is hard 

to see, it is even harder to improve. George also argues that there are many more MUDA 

activities in both percentage and dollars within the service industry compared to the 

production industry. There are empirical data showing that the cost of services is inflated by 

30-80% of waste. Something that means that if corrected could lead to a 30-80% increase in 

profit, given that the customer thinks the product is worth the current price. That in any slow 

process 80% of the delay is caused by less than 20% of the activities. 

“Any time you delay service to one customer (internal or external) because it’s more 

convenient to continue working you current task, you are batch processing”, George (2003, 

p46). 
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When someone looks at their own processes through Lean eyes they are amazed how many 

processes have been arranged in batches without anyone noticing. The explanation for this 

might be a combination of our heritage with the fact that people finds it convenient, George 

(2003). 

3.4.1 Implementation of Lean in a service industry 

As Womack and Jones (2002) argue, there is no need for detailed Lean knowledge at the start; 

just the willingness to apply the changes is of higher importance. 

“The heart of the system is involvement: flexible motivated team members continually seeking 

a better way” Pascal (2002, p19). 

According to Atkinson, (2004) Lean is a concept and a process, the success of Lean depends 

entirely on what benefits it can provide and how it is sold to the employees. This is further 

emphasized by Kotter (1996) that mentions, no matter how well planned the change is it will 

not be successful if the need and vision is not properly introduced.  

The first two steps are similar to the ones in the production industry mentioned by Pascal 

(2002); to determine what activities actually creates value from a customer standpoint.  The 

second step concerns all activities required to deliver an end product to the customer, these 

activities are divided into value adding and non-value adding activities; waste (muda). 

When implementing a Lean culture there are some characteristics needed from managers in 

order to reach Lean’s full potential. Eriksen (2008) discusses shifting from managers to 

leaders, co-workers are more likely to do what leaders do and not what managers say. A good 

Lean-leader should have the ability to make decision and create action plans in a way that 

supports and develops co-workers. A Lean working environment is described to have an open 

information flow, which means Lean leaders should be a skilled communicator to involve co-

workers (Ibid).   

“Better to work with a firmly committed individual than a team of fence sitters” (Atkinson 

2004, p.3)  

The emphasis should be the people who actually works with the process rather than the ones 

managing it, the people performing the task probably have more than 80% of the solutions, 

Atkinson (2004).  

George (2003) has defined three Rules of Engagement that are fundamental when introducing 

and implementing the Lean way of thinking.  

1. Create a platform for the new way of thinking.  

It is impossible to expect people to commit to something without being able explain why they 

should do it, how it should happen and what the effort hopefully will result in. The 

management has to communicate in a unanimous voice, it’s important that the rest of the 

employees feel that they have the management behind them in every step and that they are the 

Lean champions. The projected results should later become long-term goals to strive towards 

and thereby creating a wholeness feeling.  
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2. Explain and prove the results from the changes.  

In connection with the first step the management has to explain; How the changes will create 

a better product, efficiency, working environment? And to prove this by; formers results, 

similar efficiency improvements, forecasts in profit margins, how other companies have 

succeeded. Without a clearly defined reason why the workers should change anything it is 

hard to reach any kind of interest and motivation.  

3. Change the agenda of the management meetings. 

The management only exists in order to makes thing easier for the producing workers in the 

company, by changing the main focal point of the management meetings towards the 

customer and the staff the organizational changes will have a smoother transition.  

It’s important to have a Lean champion that has the overall responsibility to keep the work 

continuous and to be a source of motivation for his co-workers. By having a dedicated Lean 

ambassador the management can stay in direct contact with all Lean work taking place, 

problems, suggestions and future education. 

The organizational changes needed to succeed with Lean puts pressure on the existing 

management, it’s their responsibility to introduce, implement and sustain the changes and still 

have motivated and satisfied work force.  

When implementing a change like Lean, organizations often are faced with more efficient 

processes, in other words employees can perform more in less time. A result of this is the fact 

that employees could be seen as redundant, which might demoralize the work force Colenso 

(2000). Therefore it is important to clarify these concerns and how to handle them early on in 

the change process, weather it comes to training or resignation even further pressure on 

management. Employees might also be unwilling to change, Kotter (1996) argues that people 

who have been through difficult, painful and not very successful change efforts often draws 

negative conclusions towards future change efforts.    

 

3.4.2 Challenges implementing Lean changes to fit services  

Corbett (2007) defines the biggest challenge of adopting Lean in a nonindustrial environment 

is to know what tools or methods to use and to implement them in the best way possible. 

Every difference in everything from culture to infrastructure means that there are certain tools 

that have to be modified or not used at all.  

According to George (2003) there are two other key issues; First, customers are not inventory: 

In order to meet the fundamental customer value a service has to be delivered when the 

customer needs or wants it. This means that a worker can’t pile up customers requests until 

they are ready to deal with it as someone might do with a stack of emails. Something that 

means the workers has to fulfill the customer needs while simultaneously thinking of ways to 

improve the process. Second, complexity results in heavy costs for most service industries: As 

George (2003) argues, the more complexity added to a service the higher price has to be 

charged due to the higher work effort needed. A service industry should focus on 

standardizing all processes as far as possible.  
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 Flow of processes 

According to both George (2003) and Larsson (2008) the service industry has a hard time to 

identify and define the actual process and the flow that connects the processes, these are far 

less visible than in an production industry. Manufacturing industries often dedicate someone 

to schedule and track the flow of material, so even if the process has not been documented in 

a best way someone has a sense for the flow. The service industry often lack these 

documented flows which results in that it is impossible to know where any product is at any 

time, something that will prevent accurate planning of existing resources.   

 Individuality 

 Another challenge is the tradition of individuality throughout the service industry, people are 

often given guidelines of how the work should be performed and are then left to structure the 

actual work by themselves. This individual way of performing tasks has led to a resistance 

towards defining the process, they are afraid to lose freedom and creativity to perform their 

tasks. To deal with any resistance the workers should be made a part of the change, involving 

them in the changes, George (2003). 

 Lack of relevant data 

In the same way a service company often lacks defined flow and process charts they often 

lack meaningful data that will help them to make the right choices. Does the worker know 

how much work is left, if there is tasks queuing or if it might be overproduction or 

overproccesing. There are usually no information on how long a process takes, not even the 

average tasks; phone calls, reports, orders, etc. Something that usually means that any 

improvement teams often have to spend a long time mapping and timing every process in 

order to increase the efficiency, (ibid).  

Bowen and Youngdahl (1998) describes the same steps when implementing Lean; Customer 

value, eliminate waste etc. But they also emphasize the importance of empowering the 

employees, to shift the decision making responsibilities from the managers to the individual 

worker. This will create group participation, teamwork, job rotation and cross training.   

“People are your major asset but they are also you major cause of variation, and they can be 

resistant to changes imposed on them”, George (2003, p257). 

People are not machines: Service processes are depending on the interaction between people, 

both internally with the control by a manager and externally in the contact with customers. 

Compared with a production industry it’s much easier to reduce the setup time for a machine 

than it is to reduce a salesman’s preparation time. The way to reduce the resistance is to train 

and educate the affected workers so they understand why the changes should be performed, 

George (2003).  

There are some common problem areas a company in the service industry might face when 

adapting to the Lean philosophy, George (2003) compares two companies in a similar 

situation before introducing Lean in their organization, that ended up with two very different 

results, one very good and the other the straight opposite. This resulted in a list of pitfalls a 

company can fall into during the introduction of Lean.  
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1. Allowing projects to drift from the main strategic goals or lose their main focus, this 

will put both schedule and end result in jeopardy. There are three questions that needs 

to answered to make sure the project stays on track, besides everyone knowing what 

role they have and what to do. 

 

 How often are the projects reviewed by the sponsor or Lean leader? 

 What things should be measured as an indicator for results? 

 What other processes will be used to make sure the project stays on track? 

 

2. Starting to many projects at the same time will reduce productivity in the same way as 

WIP does in any production process. This can be controlled by focusing the 

introduction period on a few high potential projects instead of a dozen projects of less 

importance. 

 

3. Inadequate feedback on the results the change has resulted in. 

Unfortunately this is something that many companies fail to realize the importance of 

having reliable ways of judging the result of the project or the impact on the process.  

 

 

4. Little or no sharing of best practices.  

An organization has a lot to gain by communicating the best way of doing things 

across the entire organization. There are some questions that the management should 

consider even before launching the project. 

 

 Are the results from the project applicable to others in the company?  

 Where are they usable?  

 How should the results be documented so that everyone will be able to understand 

them?  

 How can this information reach everyone in the organization in the most efficient 

way?  

 

“Ignoring people not directly involved can create resentment; involving them does the 

opposite” George (2003, p.246). 

 

5. Forgetting about people not directly involved in the change process.  

When introducing Lean it’s crucial to involve the entire organization.  

 

3.4.3 Expectations from Lean in service 

To a CEO or a manager the most rewarding aspect of introducing the Lean concept as a 

philosophy are when they see the raised consciousness among the managers involved, the 

enthusiasm boosts motivation to handle other problem areas or further efficiency tasks, 

Womack and Jones (2003).  

“You have to be efficient if you want to be lazy”, (Larsson 2008, p.22). 

According to Womack, Jones and Roos (1990) the extra time and money it takes to introduce 

Lean will rapidly pay of once everyone knows what to do, something that also will increase 

the implementation speed of future changes. The goal of Lean is to accelerate the velocity of 

any process by reducing waste in all forms, George (2003) agrees that the overall benefit from 



Theoretical Framework 
 

 

 
20 

 

Lean thinking is the ability to identify waste in processes earlier thought to have been 

perfected.  

Lean is not a technology or a solution but a thinking solution and can deliver huge returns if 

implemented in the spirit of relentless improvement rather than a quick fix in cost reduction, 

Atkinson (2004). 

George (2003) describes; Speed, Quality and Low-cost as the universal goals of business that 

have been around as long as there has been competition in business. So what does Lean offer 

the possibility to improve the service industry;  

 

 Focuses on maximizing process velocity, by optimizing each process according to 

customer value and wasteful activities.  

 Provides tools and methods for analyzing flow time at each activity in the hunt for delay 

times, i.e. waiting waste.   

 Focuses on the separation of value-adding and non-value-adding processes and the tools to 

eliminate them.  

“Time: is the universal currency of improvement”, George (2003, p.112). There are some 

definite traps that Lean thinking is designed to avoid or if necessary minimize.  

 

 By not minimizing the WIP and TIP: 

 Non-value adding activities increase waste percentages and punish the income statements. 

 Higher costs and longer completion times punishes invested capital in the balance sheet. 

These two combined punishes ROIC (Return On Invested Capital) and the shareholder 

value. 

 

 Quality versus Time: 

 What lead time is possible at what quality? It’s important to find the quality accepted by 

the customer at a certain price. By defining the lead time needed for that level of quality 

the company comes to a new challenge; How to shorten lead time and maintain quality.  

 

 Varieties and product range: 

 How big is the market for varieties of the main product? How complex is the modification 

of the variations? Usually a variety of the main product only generates more non-value 

adding processes. The features that are supposed to offer an alternated result of the main 

product often add more costs than it earns from the modification.  

George (2003) argues that there is potentially a big pay back in standardization for service 

companies that has a network of offices or subsidiaries. By introducing standardization the 

company is able to offer the same products at a consistent quality level regardless of culture, 

location or staff. Standardizing across staff, shifts and locations can greatly improve speed, 

quality and lead time for any product in any business.  

According to Atkinson (2004) the functionalism often blinds people to the benefits of working 

together across boundaries. Cross functional teams drives change and encourages close co-

operation between departments, there will never be any synergy if the workers never have to 

leave their comfortable working station.   
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4 Empirical findings 
This chapter presents the empirical data collected; it is divided in four categories, 

Implementation, Training, Motivation and Results. First a chart displaying responds from the 

questionnaire will be presented followed by a transcription from the interviews and each 

section ends with a analyze part.  

 

The questionnaire that was used for this survey was divided into four parts, starting with 

implementation. These questions will help to analyze the implementation of Lean, how the 

vision was presented at the start up, if the reason and need behind the change was defined 

from the start, if they get continuous feedback regarding short term goals and finally if the 

long term goals are reachable. The interviews had a similar layout as the questionnaires but 

with slightly altered questions to be more suitable for a semi-structured interview. Respond 

frequency tables for all sections can be found in appendix 1.   

The questionnaire along with the interview ends with three open questions that were asked to 

examine both positive and negative aspects of Lean and what it meant for all the employees at 

Nordea. Each question is followed by quotations from answers received during the empirical 

research.   

 What does Lean mean for you? 

- Honestly, I know nothing about Lean, there is a Lean board but that is not Lean 

according to me, just follow ups 

- Nothing! 

 

 Positive aspects of Lean 

- Effective, timesaver which results in serving more customers 

 

 Negative aspects of Lean 

- Used mostly to increase sales and not customer relations 

- Takes up time 

- Sometimes meaningless 
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4.1 Implementation 

4.1.1 The vision for implementing Lean at Nordea 

The first question was asked to examine the fundamental factors for implementing any change 

in organizations and to get employees involved and willing to participate in the change. Since 

the managers has the responsibility to pass their Lean knowledge on to their co-workers it is 

important that Nordea has presented a vision that is perceived in the same way by every 

manager since all Nordea offices are said to be the same. Two managers that were 

interviewed could not answer these questions due to that they did not work in a management 

position during the implementation.     

- How was the vision for the introduction of Lean defined from the start? 

Manager 1: They had a lot of information about Lean that were provided to us, but there were 

some trouble with the definitions, a lot of effort had gone into gathering the information but 

Manager one thinks that they should have put more focus on the overall explanation of what 

Lean was and why it should be implemented.  

Manager 2: There was an explanation when the Lean board was introduced, how it would 

work, how they should work with it etc that was very clear. But there were no vision explained 

for the adaptation of a new organizational way of thinking. Nordea has a general Lean 

attitude that has been introduced as the improvements progresses.  

Manager 3: Yes, I thought so. As a manager I got a lot more information than the others. We 

had a Lean person who was here for a week to help us with the implementation.  

As the responds indicate, the implementation of Lean seems to mostly concerns the Lean 

Board, and that it was carried out during a week with consultants. They also mention that 

there were no vision explained, but still the workers who answered of the questionnaire seems 

to think that the vision for implementing Lean was over all positive. 

 

As the chart above show, Office two perceived the vision for introducing Lean to be clearer 

than in Office one and Office three that responds more towards disagreeing. When examining 

the bigger picture the mean value for all responds is above average, this indicates that a vision 

was introduced but this seems to be the managers at each office perception of the vision.  A 

question concerning the need for implementing Lean was also asked which had a response 

identical to the responses on if the vision was clearly presented. This indicates that the need 

was introduced to the co-workers at Nordea. This chart can be found in appendix 6.  
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4.1.2 Short-term goals 

To determine how active Nordea’s implementation of Lean was, a question was asked 

concerning goals and gateway set up for Lean are continuously updated. During the 

implementation of Lean it is of importance that short-term goal are set and followed up on, it 

is a way of controlling the outcome of Lean and to measure if the implementation were 

successful.  

- How are the Short term-goals and “gateways” being updated and how are their results 

relayed to the staff.  

Manager 1: Yes this is and has always been one of the most important areas with our Lean 

work, meetings a few times a week with the Lean board where we discuss goals and so far the 

work has come towards reaching that goal.  

Manager 2: Both through the Lean board and other channels. These other channels might be 

goal meetings for each worker, group and floor meetings, email, it happens in some form 

during the day.  

Manager 3: A lot of the information is relayed through the Lean board but there are other 

information channels. It’s a small office so we usually speak to each other.  

All mangers mentions the Lean board to be the major source of information, but also other 

information channels are mentioned, these were later to be mentioned to be Nordea’s intranet 

and internal e-mails.  

 

A majority of the employees in Office one agrees that the goals are being updated, Office two 

and Office three responds towards “no opinion”. The mean, slightly above average indicated 

that Nordea should work more on updating goals. However, all offices has responded alike 

which indicates that the Lean board works well a major source of information.  
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4.1.3 Realistic Long-term goals 

A final question for the first section of implementation concerns the long-term goals for Lean 

activities. Long-term goal could easily be considered to be abstract and complex to work 

towards. This question is asked to get a sense of how Nordea’s employees perceive the long-

term goal to be realistic or not to work towards. Interview responds can be found in its full 

extent in appendix 6. 

When this questions was asked during the interviews most interviewees seem to talk around 

the subject and did not present a clear picture of the long-term goals set out for Lean. This 

could be an indication that managers do not get much information about long-term goals but 

sets their own for the individual office. This would correlate with the responds from the 

questionnaire. 

Responds from the questionnaire indicates that the long-term goals are realistic to work 

towards. Both Office one and Office two has responded quite similar to this question, both 

agrees that the long-term goal set out for Lean, are more realistic than unrealistic. Office three 

has four equal parts in their responds which disagrees with long-term goal being realistic. The 

overall mean value above average indicates that the long-term goals might need to be more 

manifested to create a deeper knowledge among the employees.    

To sum up this section it was asked during interviews how Lean was perceived among the co-

workers during the introduction. Interview responds are found to it full extent in appendix 6. 

The overall impression was that it was perceived as exciting but it was more complex for the 

responsible manager to interpret information given about Lean later to pass that knowledge 

forward to the co-workers.    

Manager 2: It was a mixed reception, it is mainly a generation issue where the older 

generations are more resistant to changes while the younger generation likes the challenge it 

produces.  

This quote indicates that there are some unwilling to change, maybe not only due to  

generation issues but some employees embraced the chance to change their working 

assignments while some do not want to change at all.   

  



Empirical findings and Analysis 
 

 

 
  25 

 

4.1.4 Analysis Implementation 

As the responds indicates, Office two perceived the vision for introducing Lean to be clearer 

than in Office one. One explanation to this might be that the office in Office two is smaller 

and has fewer employees, which might result in more open information flows and teamwork. 

Nordea introduced the Lean concept during one week with the help of a Lean experts, 

everyone received the Toyota way handbook, after that it was up to the manager at each bank 

to continue the work on their own. They had some basic training and some seminars to 

understand what the concept was about before the Lean experts left them. Something that 

means, that everyone who joins the Nordea family after the introduction has to be introduced 

to Lean by the manager at each office. Or as Atkinson (2004) states; the success of Lean 

depends on how it’s sold to the employees.  

According to interviews all managers agrees that they had a lot of information and help in the 

beginning. Manager one thought that they had some trouble with the definitions, everything 

wasn’t as clear as he would have wanted it to be. This presented a challenge for the manager 

who is to forward the information to the co-workers. As Eriksen (2008) states; a good Lean 

leader should lead by example because workers are more prone to do what the leader does 

instead of what they say; leading by example or leading by doing. George (2003) describes 

these leaders as Lean champions in his first rule of engagement. The manager at each office 

has to explain the vision of their future work with Lean, and what the need is for the changes 

to take place.  

The managers have to fully understand the strategy of how Lean should be implemented 

during the start so not to cause confusion further down the line. All managers thought that the 

strategy was clearly defined from the start and everything was explained thoroughly, 

something that is a fundamental rule of engagement described by George (2003). 

If the need for a change is not properly presented employees are more likely not to be willing 

to participate in the change. People in general must know why any change is to take place, in 

a context of changing working routines this is essential. Both Pascal (2002) and Womack and 

Jones (2003) underlines the importance of getting people involved in order to reach maximum 

result from the changes. This is what Cameron and Quinn (2006) describes as a “clan 

culture”, to change focus from the individual employee to the customer.  

According to Larsson (2008) the Lean concept is constructed of 80% culture and 20% tools 

and methods. Unfortunately this is not something to happens over an night, both Maskell and 

Baggaley (2004) and (Åhlström, 1995 cited in Löwstedt 1995) highlights the problems while 

changing thought patterns, attitudes and routines; something that will take a long time. 

Atkinson (2004) may have a solution; even if the company consists of hundreds of processes 

the focal point should only be on six to eight core processes to create the Lean culture.  

The two managers who were managers during the introduction had similar views on if the 

need for a change in the organization was explained. They didn’t really see a need but 

regarded Lean as a way of improving the existing organization. According to the first rule of 

engagement described by George (2003) there is a need to introduce a new way of thinking 

and to clearly explain the reason behind the change. Not to use Lean as a compliment to the 

existing organization. According to Larsson (2008) this is the reason behind 70% of the cases 

where Lean has failed to be implemented.  

During implementation of Lean it is of importance that short-term goal are set and followed 

up on, it is a way of controlling the outcome of Lean and to measure if the implementation 

was successful. The second rule of engagement described by George (2003) revolves around 

explaining and proving the expected outcome from the changes. 
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What will be improved and how and if possible prove this by showing former results, other 

similar companies, forecasts of increased profit margins etc.  

They are using something they call the Lean board; a white board filled with both short and 

long-term goals, results and needed changes that is reviewed two to four times a week during 

an office meeting where anyone can speak their mind. This clearly works good as both 

questionnaires and interviews shows. The managers unanimously use the Lean board to relay 

short-term goals and they all think that this is a very useful tool. These Lean boards are as 

mentioned by Pascal (2002) a method from Lean production to make results, performance and 

improvements visible for the employees. There are however other sources of information that 

are used; due to the small size of all the offices there is a lot of communication taking place 

on a more personal level, i. e. phone calls, emails coffee break meetings etc.  

Both the questionnaire and the interviews shows that Nordea’s long term goals with Lean is 

realistic and reachable, that they one day will become “One Great Nordea”. Two managers 

though Lean was a part of Nordea’s future while one didn’t really know what to think due to 

the fact that there is scarce information about the future Lean work now compared to the 

introduction period.  

The tradition of individuality and the fact that the majority of the service processes are taking 

place between two individuals that George (2003) describes as challenges for a successful 

implementation, lays a heavy burden on the information flow. The result of every process is 

dependent on the individual performance and interaction of the one performing it, the end 

result is very hard to measure because of the differences between customer demands, i.e. 

every process differs from another. Due to this the only one who truly can judge whether or 

not the process has become more efficient through improvements are the worker performing it 

or customers requiring a repeated service with certain time intervals. Bowen and Youngdahl 

(1998) describes this as empowering the employees. Atkinson (2004) has a similar view; that 

Lean thinking can’t exist if the concept has not been installed where the process design is 

created.  

In the beginning of the implementation Nordea used teams of Lean experts to specify actual 

customer value, they identified the value stream and tried to remove as much MUDA as 

possible. By trying to map how the demand changed during the day they tried to create a 

continuous flow and a pull for their services. All according to Womack and Jones (2003)’s 

definition of how the implementation should work. And there is now a specialized Lean team 

that works with improvements throughout the organization, something that might fit the last 

step of Womack and Jones (2003) definition of incremental improvements or Kaizen work.  

This is something that happens on a higher or separate level of the organization, these Lean 

teams gets their information though the intranet and the people who actually performs the 

tasks are not directly involved in the process. This way of working with improvements have 

crippled the information flow and now a few years after the introduction there is hardly 

anyone who actually thinks about major changes to the organization, most improvement 

suggestions seems to revolve around changes applicable to their local office. 
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4.2 Training 

4.2.1 Continuous training 

The second section of the questionnaire aim to examine what level of Lean training is carried 

out within the organization and if there is a need for further training in the Lean philosophy. 

Lean are often perceived as a thing that one can simply install and then it works, but Lean is 

much more. These questions revolve around the level of knowledge about Lean in the 

organization, the need for further education, how the changes has affected their working 

assignments and if they know who to turn to in case of an improvement idea.  

The first question asked was to examine how the Lean education is organized by Nordea and 

if it is continuous.   

- How is the Lean education organized at Nordea 

Manager 1: We have to divide this into two stages: First during the introduction there were 

consultant groups consisting of handpicked people from all over the organization that were 

educated to work full time during the introduction and implementation of Lean. But now that 

it has been implemented those people have gone back to their old assignments and the 

education is now only internally. 

Manager 2: During the introduction of Lean there were some Lean generals that travelled 

around the regional offices. After that there has been some focused education of certain 

offices that handles certain processes but nothing continuous, i.e. this month someone from 

this floor gets education and next month someone from another floor.  

Manager 3: There is not a lot of education, everything is up to the individual worker.  

Manager 4: There is the Lean Academy were they have two different levels of education, the 

first one is a basic course that explains what Lean is and gives some general information. And 

there are other courses if the worker has the basic knowledge. It is entirely individual, you 

have to apply for these courses personally, and you’ll get time of but no pay. Manager 4 has 

not attended any course, neither has any of the staff.  

Manager 5: During the last years there have not been any Lean education for all the 

employees, the last time there was an education was when it was introduced. The managers 

often self-educate themselves to fully understand and try to improve the PM meetings. But if 

you are not interested in Lean no one forces you to get educated.  

The overall impression from the responds is that there is no continuous training taking place 

at Nordea it seems to be up to the individual employee and that there were some training 

during the implementation phase carried out by Lean generals. This is further validated by the 

responds from the questionnaires that has a mean value below average and indicates that there 

is no continuous training or education and this also indicates that there is a need for further 

training within Lean. The respond chart can be found in appendix 7. Nevertheless, Office one 

and Office three seem to agree that there is some continuous Lean training but if it is carried 

out by the individual or organized by Nordea do not clear.   
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4.2.2 Is Lean applicable to financial services 

Since Lean is primarily aimed towards manufacturing it is an interesting aspect to see weather 

employees at Nordea perceives Lean to be applicable to their working assignments. Previous 

studies indicate that employees at Nordea do not think Lean fits Nordeas way of working. 

 

As this chart show, the majority of all respondents think that Lean is applicable to their 

working assignments and only some respondents find it harder to adapt. There are however a 

large amount of responds that has no opinion about this, if this is due to inertia or low 

knowledge of Lean is not clear, but the overall mean from the respondents is above average 

which is a positive result.   
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4.2.3 How Lean affects the working assignments 

This question was asked to examine the level of knowledge within Lean and how it affects the 

working assignments at Nordea. If employees don’t know how Lean affects their work the 

level of training might be low or employees are not motivated and involved in the process. 

Interview responds can be found in appendix 7. 

The overall interview responds indicates that managers do not seem to think that Lean has 

increased their workload. The additional work of follow up and reporting more continuously 

are mentioned by some to be work that would have been done in some way even if Lean was 

not involved. However, some indications that the responsible manager has to prepare to lead 

the Lean meetings put some extra work on the manager.   

When asking the managers how Lean has affected their co-workers working assignments it 

was indicated that it has not increased their workload more that having Lean meeting three to 

four times per week. However it was mentioned that when the manager responsible leading 

the Lean meeting was absent these meeting did not take place. How much it has affected the 

working assignments also has to do with position in Nordea, Live labs was mentioned to be 

held during weeks to try every possible scenario for bank teller and evaluating the most 

effective way of handling these processes.    

Responds from the questionnaires indicate that the co-worker at Nordea is aware of how Lean 

affects their working assignments. 

 

As the chart shows a majority of employees at all Offices is more or less aware of how Lean 

affects their working assignments. All offices shows to have some uncertain responds to the 

question, the overall mean for this question are above average and as charts show most 

respondents have chosen agree on this question.    
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4.2.4 How Lean improvement suggestions are handled 

Lean aims to achieve continuous improvements, thus a manager responsible for Lean need to 

be present in order to operationalize or send the suggestion to higher management. The 

question, how do you handle an improvement suggestion, was asked during interviews and 

also the level of feedback of these improvements, the responds can be found in appendix 7. 

All managers responded that if it concerns minor improvements that only involve the 

individual office, they all have the ability to perform those changes. If the improvement has a 

national concern involves computers and such it must be forwarded to higher managers. Once 

it has been sent to higher management there should be some information flow to keep the 

managers updated and involved. Due to this the next question was asked in order to examine 

the level of feedback from higher managers. 

When asked what level of feedback there is from higher managers handling the suggestions, 

most felt that the level is insufficient and that it is up to the individual if they want to follow 

up on the process. Some mentions that the individual employee has to forward their 

improvements suggestion on their own to higher managers, this makes it even harder to keep 

updated on how the evaluation process is going.    

Responds from the questionnaires indicates that Office one are clearly leaning more to that 

they have assigned a manager responsible for Lean, while Office two and Office three are on 

the opposite side of the scale. The overall mean value only slightly above the mean and as the 

chart show many employees do not know who to turn to with an improvement suggestion. 
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4.2.5 Is there a need for more Lean training at Nordea 

The final question is to examine if there is a need for further training within Lean, during 

interview follow up questions were asked to examine in which areas training is needed. All 

interview responds can be found in appendix 7. 

The responds from interview clearly indicates that there is a need for further education and 

training within Lean, as all managers responded yes on the question. This is further validated 

by responds from the questionnaire that as shown below most responds agrees that there is a 

need for further training.   

 

With the overall mean above average and as the chart show for the individual offices, there is 

clearly a need among the employees to get further training within Lean. An indication for the 

need is further emphasized in the question “Is there continuous Lean training at Nordea” 

where responds show that there is little to no Lean training.    

When asking managers if there is a specific area that needs training or education it was 

mentioned that a general education going through the main aspects of Lean would be 

appropriate for Nordea to organize. It was also mentioned that there are preferences to share 

experience between offices, how problems are solved or problem areas at other offices.  
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4.2.6 Analysis Training and Education 

When working with Lean it is important to during the initial steps create a burning platform as 

George (2003) discusses. To achieve this platform and to be able to move on with the Lean 

work, people involved with Lean continuously need training to fully grasp the Lean 

philosophy and to be able to change their ways of thinking. Manager one mentions that there 

were consultants in the beginning visiting regional offices and trained the staff, it was further 

mentioned that now that Lean is implemented those consultants are no longer active. Nordea 

has training options for its employees, there is according to Manager four and Manager five, a 

Lean academy but signing up for the academy is up to the individual employee.  

A common mistake when it comes to implementing Lean is according to Atkinson (2004) to 

think of Lean as something that simply is installed as a quick fix in cost reduction, but it is 

more a way of acting and thinking as Larsson (2008) argues, Lean is 80% about culture and 

20% tools and methods. 

A majority of respondents seems to think that Lean is not continuous training, during an 

informal meeting with a manager there were some indications that these deviant responds 

could be due to some employees having a hard time understanding why to change their way 

of working. As Maskell and Baggaley (2004); and (Åhlström, 1995 cited in Löwstedt 1995) 

mentions, a change like Lean will not happened over night, it takes time and training to fully 

adapt to the Lean way of working and changing routines. Without continuous training, 

something that according to all authors in the theoretical framework is fundamental when 

adapting Lean, the results from Lean will probably stagnate over time. When employees have 

overcome the initial complexity from implementing a change in their way of working it is 

important to support and motivate the employee in order for the change to be sustained and 

effective. Swank (2003) states that it is important to segregate the complex activities into 

smaller processes that are more comprehensible.  

Responds from Office one indicates that employees clearly know how to turn to while both 

Office two and Office three are on the opposite side of the scale. The overall mean value is 

slightly below the mean of the scale indicates that a majority of employees do not know 

where or whom to turn to with an improvement suggestion. Womack and Jones (2003) 

strongly recommend that a Lean agent is assigned to handle Lean process and support the 

employees during implementation of Lean. As Manager one mentions, Nordea has fully 

implemented the Lean concept and consults are now active as ordinary employees. This 

means that the manager at each department now has the overall responsibility to carry the 

Lean processes and improvements suggestions and motivating employees which adds to their 

overall workload. When asking the managers to what degree they can control and handle 

improvements suggestions, it was clear that to some extent they have the ability to test 

improvements before sending them through to approval at higher instances. Minor changes 

concerning only the specific office could be decided by the managers without involving 

higher instances. But feedback during evaluation and after approvals of major changes is not 

always at a sufficient level according to management. It is up the individual managers to 

actively request this feedback on their own, according to George (2003) this is a common 

problem companies face when introducing Lean.  

One unforeseen result came from the question to what degree employees think Lean is 

applicable to their working assignments, according to George (2003) there are some 

implications when implementing Lean in a service context. As Manager five mentioned, 

Nordea did during the introduction phase have “Live Labs” where consultants spent time with 

rearranging and making the actual transaction process between employee and customer more 

effective. Consultants also spent a week at each office during implementation, but after that it 

has according to Managers not been much education within Lean.  
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These Live Labs are clearly a standardization process that the Lean experts reached through 

testing and analyzing every possible outcome. According to all authors reviewed, 

standardization is fundamental in Lean, these processes are the source of a majority of the 

improvements.  

A majority of respondents at Office one is more or less aware of how Lean affects their 

working assignments. Office two shows some uncertain respond to the question, this might be 

due to new recruitments and that there is no continuous Lean training. The overall mean for 

this question is above average as charts show most respondents have chosen agree on this 

question. George (2003) mentions rules of engagement, it is important that managements 

explain and shows results to keep employees motivated to change. If employees are not fully 

committed and motivated, shifting to Lean is more likely not to generate good results.  

With the overall mean above average and as the chart show for the individual offices, there is 

clearly a need among the employees to get further training within Lean. An indication for the 

need is further emphasized in the question “Is there continuous Lean training at Nordea” 

where responds show that there is little to no Lean training. To fully reach the potential of 

Lean at Nordea it is of great importance to organize continuous training within the Lean 

philosophy and also share information between all departments and between different regional 

offices. The entire philosophy collapses without the proper education, nothing will make 

sense to the employees and as described by George (2003) they will most likely recent these 

organizational changes because they don’t understand why and how they are taking place. 

They are not to be considered the motivated and flexible team as Pascal (2002) describes in 

his book.  

It is further mentioned by the Managers who at times, feels isolated and would profit from 

sharing best practices. All managers also strongly agree to that there is absolutely a further 

need for more education, all managers would like basic training going through main features 

of Lean, today much Lean at Nordea revolves primarily around their Lean boards.       

When asking the Managers how they felt Lean was perceived during the implementation there 

were some deviant responds. Manager two mentions that there were some excitement while 

other managers mentions that it depended on the individual, some were not happy at all to 

change their way of working. This is likely due to insufficient levels of training and education 

within the Lean philosophy and tools and methods of Lean. Employees in general need good 

reasons for changing something that in their eyes are working well. This is connected to the 

problem with functionalism that Atkinson (2004) describes in his article; the employees will 

miss the benefits from working over boundaries through cross functional teams.  
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4.3 Motivation 
What motivates Lean changes? Do they get sufficient feedback from the management, have 

they been involved in Lean processes before and if so how did that process turn out? What is 

their general attitude towards Lean and are the improvements directly applicable to their 

assignments. 

4.3.1 Feedback on Lean results 

 

It is of great importance, to stay motivated and receive feedback on the processes taking place 

during an organizational change like implementing Lean. If the employees don’t get sufficient 

feedback on results from Lean, motivation for participating in Lean in will more likely be 

decreased. When asking managers how they pass feedback on Lean results forward to create a 

greater understanding among the co-workers, the Lean boards was mentioned to be the main 

source of feedback of this nature. The intranet of Nordea is also a information source that 

presents how well Lean improvements are going, but that is up to individual employee to seek 

that information. It is also up to the individual manager to select what information that is 

presented on their Lean board. The interview responds can be found in appendix 8. 

 

 

Responds from the questionnaires shows that both Office one and Office two show that there 

is not a sufficient level of feedback present while Office three responds more towards that the 

level of feedback is adequate. A mean value above average indicates that employees want 

more feedback, indications of opening the information flow between offices emerged from 

interview as discussed in the analyze section. Manager could focus more on presenting results 

from to Lean on the Lean board instead of having it on a individual level. 
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4.3.2 Previous Lean experience 

One way of determining the level of motivation towards working with Lean is to examine if 

employees have been involved in previous Lean processes and the outcome from these. If 

employees have had previous negative experiences due to Lean they are more likely to be 

hesitant towards working with Lean. 

- Have you been involved in Lean processes before? 

Manager 1: Yes, I have been involved in a few, quite a lot at both Syd Kraft and Trygg Hansa. 

We worked a lot with identifying processes and what sub-processes constructed the main 

processes and how they were connected. We worked hard at improving processes, something 

that has helped me during my time at Nordea, I use the same layout to introduce things here. 

It’s easier to guide people and get them to understand what was discussed.  

Manager 2-5: No. 

When asking the managers if they has had any previous experiences from Lean during 

interviews, the respond was that one manager has previously worked with Lean and it had 

been successful.    

Of all responds from the questionnaires there were two who have had previous experience 

Lean and in both cases the outcome was successful. These chartsand interview responds can 

be found in appendix 8.  

If respondents of the questionnaire answered yes on previous Lean experiences, there was two 

follow up questions concerning how many times they had worked with Lean and the outcome 

from these previous Lean experiences. There are two resopondents that has been involved in 

previous Lean processes, one respondent have worked with Lean one time while the other 

three times, in one case the outcome from Lean was very successful and the other case was 

nor successful nor a failure, this indicates that there are no inertia towards Lean due to 

previous negative experiences from Lean.  
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4.3.3 Attitude towards Lean 

To examine the overall attitude towards working with Lean this next question was asked. In 

order to achieve great results from Lean all employees need to be involved and have a 

positive attitude to Lean. When asking the managers how they had interpreted the overall 

attitude among the co-workers one quote could be used in general. Interview responds can be 

found in appendix 8. 

Manager 3: It depends entirely up to what the change is about and what kind of person the 

worker is who is going to make the change. Some people make the change without hesitation 

while it takes longer for some, and there are those who needs to think about it carefully before 

doing anything. There is a possibility that this is generation related but I have not seen any 

proof of this. 

 The attitude has many aspects and could probably change during time, it seems to be a mix of 

those willing to work with Lean and those who do not approve of Lean.  

 

Responds from the questionnaires shows an overall mean value above average indicates that 

employees at Nordea have a positive attitude towards working with Lean. Charts show that 

there are some inertia forces represented in each office but according to literature there are 

always those who are unwilling to change their way of working. In this sense Nordea might 

have to offer more training and motivating factors like feedback. There is a large amount of 

no opinion responses as well which might indicate that they do not work that much with Lean.  

 

  



Empirical findings and Analysis 
 

 

 
  37 

 

4.3.4 Testing Lean improvements 

The final question for this section aims to examine if employees can test their improvement 

suggestions on their own working assignments. By being able to test Lean improvements it is 

likelier that there is an increased motivation towards working with Lean that also increases 

improvement suggestions. 

 

As the responds show an average slightly above the mean which indicates that employees at 

Nordea have the possibility to test improvements suggestions on their own working 

assignments before sending suggestions to higher instances. By being able to test 

improvements on their own working assignments it’s more likely to stimulate the rate of 

improvements in a positive way and also results from Lean. 

To sum up this section a question was asked concerning if Lean could be seen as a source of 

motivation for further implementation. Interview responds can be found in appendix 8. The 

overall response was that it could be seen as a motivation source and it was mentioned that the 

idea of Lean is to make it easier for others. Also here it is mentioned that it might have to do 

with generation weather the motivation from lean improvements are appreciated or not.  
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4.3.5 Analysis Motivation 

Both Office one and Office two offices show that there is not a sufficient level of feedback 

present, Office three on the other hand responds that there is sufficient feedback, this might be 

a factor depending on size of office and responsibilities each manager has. A mean value 

above average indicates that employees at Nordea in general want more feedback. During 

interviews with managers it became clear that most feedback given to employees comes from 

the Lean boards, and the results comes from Nordea’s Intranet where results and Lean 

activities are continuously presented. Both George (2003), Bowen and Youngdahl (1998) 

argues that this is one common challenge when it comes to implementing Lean is that most 

companies fail to realize the importance of sufficient feedback, and results in unmotivated 

employees.    

Of all responds only two have had previous Lean experience and in both cases the outcome 

was successful. A critical factor when successfully implementing any organizational changes 

like Lean is mentioned by Kotter (1996),  if there have been previous negative experiences 

due to Lean, that would deteriorate the belief in future Lean initiatives and thus result in not 

wanting to participate in Lean processes.   

When asking if employees at Nordea has a positive attitude towards working with Lean, a 

overall mean value above average shows that employees at Nordea have a positive attitude 

towards working with Lean. Charts show that there are some inertia forces, but according to 

Maskell and Baggaley (2004); and (Åhlström, 1995 cited in Löwstedt 1995) there are always 

those who are unwilling to change their working routines. The employees that perform the 

service and who are open to changes should be involved in managing the improvement 

process; according to Atkinson (2004) these committed individuals are better than a whole 

team of “fence sitters”.   

Colenso (2000) mentions that there should be developed plan for handling laggards, weather 

it concerns relocation, training or in extreme cases being forced to resign inertia forces. In this 

sense Nordea might have to offer more training and motivating factors like feedback. When 

asking managers it is mentioned that to what level an employee is positive is very individual, 

some carry out changes without hesitation and some are more resistant to changing anything. 

One reason why some are more resistant than others can be the level of training and education 

with in Lean and thus makes it more complex for some to understand how and what to 

change.  

Another aspect that was mentioned during interviews was that generation may play a certain 

role in the way Lean is perceived and thus the attitude toward Lean. Those who have worked 

longer at Nordea might have routines that are deeper rooted and thus are more unwilling to 

change, this is also argued by Maskell and Baggaley (2004); and (Åhlström, 1995 cited in 

Löwstedt 1995), in these cases education within Lean might be a motivational factor. The 

knowledge for most improvements are probably among the people who have been working 

the longest time at the office.  

The questionnaire shows that employees at Nordea have the possibility to test improvements 

on their work stations before passing the suggestion forward to higher instances. Being able to 

test improvements on their own working assignments it is more likely to stimulate the rate of 

improvements in a positive way (Pascal 2002).  

A disturbing factor at Office one and Office two is that there is not a sufficient level of 

feedback to the employees. Both Atkinson (2004) and Bowen and Youngdahl (1998) 

highlights the importance of shifting all the decision power to those who are working with the 

actual processes.     
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Management proves Lean to be a motivational force for the employees, as responds from the 

questionnaires show there are some things that might improve the motivation among the 

employees even more. The fact that responds from questionnaires show that more feedback is 

needed and interviews with managers indicates that there are sufficient levels of feedback. 

There might be a need to increase the feedback frequency, as Bowen and Youngdahl (1998), 

George (2003) among all other theories reviewed emphasizes the importance of sufficient 

information and feedback flow between management and employees are essential factors for 

implementing Lean. 
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4.4 Results 
What has Nordea’s Lean work resulted in? Are they able to help more customers per day? Are 

they positive towards the changes, is Lean important for Nordeas future? Are the results based 

on individual or group performances? 

4.4.1 Thanks to Lean I can serve more customer per day 

The first question in this section was asked to examine if employees due to Lean can serve 

more customers in a day than before the introduction of Lean.  

When managers were asked this question the overwhelming respond was, that they can help 

more customers in a day. There was one response that indicated that there were some 

uncertainty, not everybody keep track of number of customers served and thus cannot really 

answer this question.    

However, the responds from the questionnaires shows clearly that the co-worker do not feel 

that they can serve more customers per day.  

 

The chart shows an average below the mean indicates that the majority seems to think that 

there has been no increased number of served customers per day. When looking at the 

individual offices one can determine that Office one has a higher level of agreement to this 

statement, while Office two and Office three on the other hand seem to disagree to the 

statement.  
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4.4.2 The attitude towards how Lean has improved the working assignments 

To examine how the overall attitude towards how Lean has affected the working assignments 

and whether Lean has improved the employees working assignments.   

 

The overall mean shows that employees are not overwhelmingly satisfied with how Lean has 

affected their working assignments. Office one seems to agree in a larger extent than Office 

two and Office three that has a mean only slightly above average, saying that Lean has not 

affected their working assignments to the expected positive extent.   

The responds on this question can be related to questions in the motivation section, indication 

that it can depend on the individual employee and whether they like to change or there can be 

some generational issues weather Lean improvements are appreciated by co-worker.  
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4.4.3 Is Lean important for Nordeas future 

The belief among the employees weather Lean is important for Nordeas future success is an 

important factor to examine. If employees do not believe in the Lean philosophy they will 

probably not be willing to continue working with Lean processes. 

The managers was asked if they perceive Lean to important for Nordea’s future, there were 

only some that could respond to this question or it has been integrated in previous questions 

during the interview.  

- How do you think Lean will affect the future of Nordea? 

Manager 2: It will continue as positive direction, it will probably be important in the future.  

Manager 4: Thinks that this is just a start, they will adapt more of Lean in a near future. 

The managers seem to have positive perception of Lean and Nordea’s future and believes that 

Lean is important for Nordea, responds from the questionnaires indicates the same opinion.   

 

As the chart shows Office one is clearly positioned on the positive side of the scale indicating 

that Lean is important for their office future success. The majority in Office two also shows 

that Lean is important, while Office three indicates no opinion or strong disagreement. The 

overall mean value above average indicates that the respondents think of Lean as an important 

factor. 

 

  



Empirical findings and Analysis 
 

 

 
  43 

 

4.4.4 Are results measured on group performance 

According to literature, group work is an important factor, for making Lean operate to its full 

extent, Lean requires cross functional teams to increase continuous improvements. However 

there are some concerns in financial services that are embossed with individualism. 

 

Respondents from all offices show that results from Lean are mostly based on group 

performance, this is further enhanced with a mean value above average. Office two on the 

other hand indicates some disagreement to this question. The fact that performance is measure 

on group performance can cause implications over time, due to the strong feeling of 

individualism. 

To sum up this section the managers was asked two questions concerning how the customer 

value has changed and also if there has been an increased customer satisfaction since the 

introduction of Lean, these interview responds can be found in appendix 9. 

Managers indicated that the customer value has been increased and that they have received 

some good feedback showing that the customers appreciate the changes that has been carried 

out since the introduction of Lean. Nordea uses CSI (Customer Satisfaction Index) to measure 

customer attitude towards the services, it was mentioned that these surveys do not cover any 

aspects from improvements from Lean specifically but the overall satisfaction. 
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4.4.5 Analysis Results 

The majority of questionnaires respondents seem to think that there has been no increased 

number of served customers per day, while management contradicts this. When looking at the 

individual offices one can determine that Office one has a higher level of agreement to this 

statement, while Office two on the other hand seems to disagree to the statement.  

All managers agree that their workload has increased due to the preparation time needed 

before each Lean board meeting but doesn’t see this as a problem because they have seen the 

effects the work has resulted in. They regard the overtime as an investment; to use less effort 

to reach the same goals, an improvement itself, Pascal (2002). 

The need to communicate the results from the changes and their continuous improvements are 

important on many levels but it’s very important when it comes to recognizing MUDA. As 

George (2003) argues; the more waste you deal with the more waste you start to recognize in 

the organization. But if the workers fail to discover any waste the entire idea of improving 

service by reducing waste falters. And if they don’t receive any feedback about the changes 

they will never even know what is regarded as waste and what is regarded as increasing 

customer value. 

 The two first fundamental steps when implementing Lean according to Womack and Jones 

(2003) have to be understood by everyone to create the necessary way of thinking for the next 

steps in the implementation. This is one of the challenges a company faces when adapting to 

Lean, to make sure the information is flowing freely and as Eriksen (2008) argues that the 

manager has good communication skills since it lies on their shoulders to pass information on 

to co-workers. According the George (2003) there is another challenge with the sharing if best 

practices, the best way to perform a certain service.  

The overall mean shows that employees are not satisfied with how Lean has affected their 

working assignments. Office one seems to agree in a larger extent than Office two, saying that 

Lean has not affected their working assignments. Without any proof that the changes have 

generated anything better than the old way of doing things there will be no satisfaction in 

working with new ideas. George (2003) discusses the importance of having satisfied workers, 

especially in a service company where it’s up to every individual worker to improve their own 

effort in getting the customers satisfied.  

The managers answered in similar ways; They know that some employees have extra work 

with the board but it varies throughout the organization depending on the individual. Three 

managers mentions the fact that the board creates stress for some employees and makes them 

feel uneasy that everyone can see how the others are performing.  

Office one is clearly positioned on the positive side of the scale showing that Lean is very 

important for their office. The majority at Office two shows that Lean is important factor for 

Nordea Halland. Comparing this result with the two previous questions the only explanation 

is that they know that Lean is important but not why or how, a probable result of not 

explaining and showing the importance to everyone in the organization. According to 

Atkinson (2004) Lean has to start among the people that perform the activities to create a 

Lean culture. And Swank (2003) claims that complexity has to be segregated to get everyone 

on the same page. The loss in communication has a connection with challenges of getting 

everyone involved that is highlighted throughout the theoretical framework and mentioned by 

numerous authors. 
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All managers claims that Lean or any similar improvement methods are crucial for the future 

of Nordea, that they will continue their work with Lean. They also agrees that they can help 

more customer per day thanks to Lean work, only one manager was hesitant and said that 

there was no clear connection with more customer getting help but thought customers got 

better or faster help. This is directly connected to the customer value described by George 

(2003), Womack and Jones (2003). However responds from questionnaires indicates that the 

co-worker cannot help more customers, this contradiction could be a result of inadequate 

information or feedback.   

There is a difference of opinion regarding any increase in customer satisfaction, most 

managers agrees to this while one avoided the question and one couldn’t say if it was thanks 

to Lean the satisfaction was higher. This is not something that is needed for the success of the 

implementation but works as great source of motivation, to be appreciated by your customers, 

the one who is paying for your service is the ultimate compliment. George (2003) claims that 

50% of the works adds no value in the eyes of the customer and Pascal (2002) states that the 

heart of Lean is involved people. Without involvement of the employees that 50% will never 

be improved.   

Respondents from both Office one and Office two show that result from Lean are mostly 

based on group performance. During interviews it has been mentioned that there are several 

Lean boards in the offices, one per department, but no Lean board for the entire office. A 

Lean board displaying all entities in each office and also as Eriksen (2008) discusses an open 

information flow between offices will increase the motivating forces towards working with 

Lean processes.  
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4.5 Open questions 
These questions were asked in both questionnaire and during the interviews to enable 

comparison between different levels of education. Even if the entire organization needs to be 

educated in Lean it is the managers who bares the responsibility to forward their knowledge 

and should thereby be able to deliver more accurate answers.  

4.5.1 What does Lean mean for you? 

- More effective handling of cases, customers and analysis 

- A good way of exchanging experiences 

- It’s a way of learning from each other and passing improvement suggestions 

throughout the organization 

- That I can serve my customers better, results in a professional service towards 

customers due to continuously improving deficiencies   

- A meeting to present current results and encourage each other 

- Morning meetings everyday 

- A way of making the voice of the employees heard 

- Everyday help 

- Lean is about continuous improvements isn’t it, at least I believe that the purpose of 

Lean 

- I don’t work with Lean in my current role 

- Sadly not much, But our way of working continuous gets better. Lean has too many 

features from manufacturing   

- Honestly, I know nothing about Lean, there is a Lean board but that is not Lean 

according to me, just follow ups 

-  

Manager 1: Clearly defined focus areas, why is this a focus area and how should we work 

with this area. Another thing is the everyday improvements, which are much more common.  

Manager 2: The exchange of experiences and learning every day.  

Manager 3: If I’m to describe what Lean is to us and how we use it: Then I would describe the 

Lean board; that we have a meeting each morning where we review the results from our work 

and discuss information that has been received through the intranet. This is used to prepare 

ourselves for the day to come. What we should focus on during that particular day.   

Manager 4: Reaching higher efficiency with the time you have, creating more with less. 

Manager 5: Lean is a way to gather the employees around something and discuss it, to get 

away from the old view of a staff meeting where the managers keeps a long speech and 

everyone goes back to their assignments. Lean is something more dynamic that involves the 

people.  

4.5.2 Positive aspects of Lean? 

- Increased activity 

- Structure 

- Effective, timesaver which results in serving more customers 

- Better cooperation 

- Solving problems and nothing gets swiped under the carpet  

- Continuously updated on results 

- Information about colleagues 

- Everybody is involved 

- Brings out problems and demands a solution to it 

- Nothing! 
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Manager 1: Positive things are that everyone are working towards the same goal, that they 

know what to do and why they do it. How we will succeed as a group, etc.  

I usually explains this as “a feeling of speed”; workers involved shouldn’t be standing by and 

watch the Lean train rush by without any  chance of catching it. No one thinks that is funny, 

they need to be involved and fell that they are traveling with the same speed.  

Manager 2: Positive is that everyone gets the chance to speak up and discuss things that they 

think are important for the improvement if the company. A better flow of information.  

Manager 3: It’s really good that we have these meetings to boost motivation before opening in 

the morning.  

Manager 5: To highlight both positive results and areas in need of improvements, to create a 

feeling of personal responsibility, that no one can hide behind the group. And to have the 

board as a post it, sometimes they are so focused on one area that they forget about another. 

But then they remember the other areas during the meeting. The focus is constantly shifting.  

4.5.3 Negative aspects of Lean? 

- Increased stress 

- A mean of control 

- Not everybody is involved, some don’t care about Lean 

- Used mostly to increase sales and not customer relations 

- Low level of follow ups 

- Takes up time 

- Short stressful Lean meetings 

- Sometimes meaningless 

- Important that management doesn’t take over  

- Too much focus on things that do not work 

- Toyota was first with Lean and that affected their quality, causing them to recall cars 

with quality problems. There is a risk that Lean will affect the quality at Nordea in a 

negative way 

 

Manager 1; It’s very dependent on the person who introduces it, many employees thinks that it 

might be a waste of time so it is up to the management to give everyone the same speed 

feeling. 

Manager 2: Negative might be that there are people that doesn’t take the initiative to speak 

up, this is something the manager has to consider.  

Manager 3: Negative sides are that the board can just be something that we have to do, that 

the use has stagnated and there is no energy around the board. It’s impossible to follow 

everything on the board, we have to create our own meeting so that it suits our office.  

Manager 4: Lean boards goes both ways; not everyone get to speak up, it puts a lot of 

pressure on the one that controls the meeting. They only have 15 min to bring everything up 

and let everyone speak. This manager believes in them but it they are not clear enough as it is 

right now.  

Manager 5: It’s a difficult balance, the meeting can’t be too negative but at the same time if 

there is a problem we have to address it and find out what is causing it. We have to talk to the 

people involved without them going into a defensive position. Some people might find it hard 

to discuss everything in the open, we don’t single people out but it’s pretty obvious sometimes 

where the problem is and who is responsible.  
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4.6 Summarized Analysis 
The analysis can be divided into two parts; whether or not the office has sufficient knowledge, 

communication skills and motivation to continue their present Lean work and possibly 

introduce further improvements in the future. 

 

Lean Not Lean

4.6.1 Implementation 

 Both workers and management agrees 

that the vision was clearly defined 

during the introduction.  

 Feedback about short-term goals was 

perceived as good among all 

respondents, a definite result from all 

their  

work with the so called Lean Board. 

 The overall opinion was positive 

towards Lean being a part of Nordeas 

future, the workers was not as 

convinced as the managers who all 

agreed and optimistic. 

 

 

- The need for the existing organization 

to change were not clearly defined or 

explained, workers average opinion 

was that they didn’t have one. Some of 

the managers thought that there was no 

need for a change while most of them 

welcomed Lean as a something to 

complement the existing organization. 

 

 

 

 

4.6.2 Training 

 A majority of the workers thought that 

the Lean changes were applicable to 

their working assignments. 

 All workers new who to turn to if they 

had any improvement suggestions 

 Most of them know how Lean is 

affecting their working assignments. 

 

 

- According to both workers and 

management there is very low or no 

continuous education or training 

taking place. Some managers refer to 

the education as the short individual 

courses offered through their intranet, 

and claims this to be continuous. 

- There is a strong need for further 

education among both workers and 

managers and how Lean as welcomed 

there are big individual differences 

among the staff. 

4.6.3 Motivation 

 There is generally a positive attitude 

towards Lean in Nordea. All the 

managers responded that this was 

depending who you ask, they were 

under the impression that not all 

employees had a positive attitude  

 Most workers can test the Lean 

improvements on their assignments, 

the management thinks that this has 

worked as a motivational source for 

further improvements.  

 

 

 

- Two out of three offices thinks that 

there is not enough feedback on the 

results generated by Lean. And the 

managers refer to the Lean boards as 

their main official way of 

communicating results.  
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4.6.4 Result 

 The managers don’t think that there 

has been any increase in workload for 

their co-workers, rather the other way 

around. Higher efficient means being 

able to move faster to the next 

assignment.  

 They have not noticed any increase in 

their own assignments other than that 

they have to prepare for each Lean 

board meeting.  

 The mean value shows a slightly 

positive attitude towards Leans role in 

Nordeas future. 

 All managers thinks that the customer 

value has increased since the 

introduction of Lean.  

 

 

 

 

- There are differences in opinion when 

it comes to whether or not they are 

able to serve more customers per day 

as a result of Lean. All managers 

thought so but the workers had mixed 

feelings.  

- The workers have a mixed attitude 

towards if Lean has improved their 

working assignments or not.  

 

4.6.5 Open questions 

There are some interesting differences in how workers and managers perceive Lean and what 

is regarded as positive and negative aspects.  

Together the managers and workers describe many of the fundamental things in Lean when 

asked to answer what Lean meant to them: 

Management 
 

 Clearly defined focus areas 

 Exchange of experiences 

 Higher efficiency 

 Information exchange 

 Dynamic meetings 

Workers 
 

- Improving deficiencies 

- Continuous improvements 

- Making workers voice heard 

- Experience exchange 

- Everyday help 

 

There are some differences in the answers when respondents were asked to describe positive 

and negative aspects of Lean. All managers described the positive and negative sides of the 

Lean board while the questionnaire provided answers covering the entire organization.  

Positive 

 Improved structure 

 Cooperation among staff 

 Continuously updated results 

 Everybody is involved 

 Brings out problems and solves 

them 

Negative 

 
- A mean of control 

- Low level of follow ups 

- Increased stress 

- Not everyone involv
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5 Conclusion and Discussion 
Throughout this part conclusions from the analysis will be presented along with discussions 

about whether Nordea has transformed into a Lean organization. To sum up this part 

theoretical implications and implications for managers at Nordea will be presented. 

 

The purpose of the thesis was to identify Nordeas level of success there are some more 

specific questions that needs to be answered; what is Lean within Nordea? How has Nordea 

implemented Lean? How are they working with it today? What do the employees think about 

it? Is there a future for Lean in Nordea? 

During the start of this thesis after an unstructured interview with one bank manager the 

authors got the impression that Nordea had successfully adapted to Lean philosophy, this 

completely different way of organizational thinking. During the empirical analysis the 

responses still showed Nordea as a Lean company, there were good communication meetings, 

they knew how Lean affected their work and had generally a positive attitude. Still there were 

some fundamental areas that showed a result that would make the entire Lean way of thinking 

impossible to implement. To clarify what the respondents actually was referring to as being 

Lean another new definition had to be made.  

5.1 Lean and Nordea 

5.1.1 Lean activities  

Lean in the overall Nordea organization mostly revolves around the Lean board, this 

whiteboard is Nordea’s a way to make results and performance visible for the employees and 

gather the office for an information meeting. The Lean board was implemented during a 

introduction week, about four years ago, consultants trained and educated the offices in Lean 

and how to use the board. It has worked well since then and have not been changed at all, 

however there are indications from the management that it needs to be updated. The Lean 

board came with pre-drawn lines and boxes that might not be all that accurate today and 

although it has proved its worth there is need for development.  

Nordea have used “Live Labs”, an event when Lean experts train certain departments how to 

perform their work assignments more efficiently, a shared best practice. As it seems, larger 

improvements like standardizing processes are carried out through the Lean experts and 

employees work with smaller things concerning their own working assignments or local 

office. Managers did during the interviews mention that they could decide on improvements 

concerning the local office and major improvements was decided by Lean expert group.  

Nordea has a very active intranet that all employees have to use, is an enormous information 

source about everything they need to know and more. The authors have unfortunately not had 

any access to this due to security reasons and can thereby not define how it affects Lean, but 

the authors choose to regard it as something that can help the organizational changes that are 

left. 
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5.1.2 Non Lean activities  

There seems to be a general lack of knowledge among employees regarding what Lean 

thinking really is. Managers refer to Lean as the board, or the morning meeting and the 

average employee lacks the basic knowledge to define it on paper. The importance of training 

and education seems to have been lost in translation; the last time most of the respondents got 

any education was during the introduction, four years ago. Continuing down this path will 

never create a Lean company with perfect efficiency and no waste. 

Most aspects of the Lean philosophy and methods from Lean production are probably 

exercised to a larger extent by the Lean expert group who also implements larger 

organizational improvements.  

Today it is up to the individual employee to seek new knowledge either through Nordea’s 

intranet or by applying to Nordea’s Lean courses. If an employee don’t want to get educated 

or to know about Lean they don’t have to, and thus there are still those who do not like 

working with Lean, educating the staff within Nordea in Lean should lie in the interest of the 

head office and not up to the individual. If employees have a greater understanding of what 

they are working with it will most likely bring greater results, in comparison with having to 

work with something someone don’t quite understand which in is one way of creating 

resisting forces towards Lean.  

Information seeking, training and education is today up to the individual personality. This 

individuality is fundamental for the service offered by Nordea and puts an even higher 

pressure on how well that individual is educated. This individual responsibility is the probable 

cause of the low knowledge and involvement among the staff. In most manufacturing contexts 

there is always someone that can control your work and see that it’s done properly but that is 

not something done easily in a face-to-face service company.  

Even if Nordea actively use their board as a continuous source of feedback and information 

there is still room for improvement at the offices. According to management there is no 

feedback coming back to those who handed in an improvement suggestion, this information 

needs to be requested by the employee. If Nordea had been working actively with Lean there 

had been a need for continuous feedback whether or not each individual employee’s working 

assignments are being performed in a Lean way. But as of today there is no waste reduction 

work being performed at the offices and there is no waste highlighted during their Lean board 

meetings.  
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5.2 Discussion 
Nordea has failed to implement the Lean philosophy or a Lean way of thinking; they have 

adapted certain aspects of Lean to fit their organization instead of the other way around. A 

common mistake according to George (2003), Pascal (2002) describes these as cherry picking 

activities that they think will fit their organization. The study by Kakamami and Ohlsson 

(2009) reached a similar conclusion. They are not “One Great Nordea” in the sense of 

together striving towards a more efficient and profitable company through working with 

continuous improvements. Something that according to all authors is fundamental when 

implementing Lean as a concept or philosophy. Nordea has made a lot of organizational 

changes during the last few years and many of them were based on their effort of 

standardizing activities, after research done by Lean experts. They do use continuous 

feedback and communication with their Lean boards and always strive to be as efficient as 

possible. All these activities constructs some the fundaments in Lean thinking but there are 

too many areas left untouched in order to classify Nordea as a Lean organization. This is 

something that concurs with the previous study by Petkar et al. (2009). 

Nordea is an enormous company consisting of a large number of offices and service places, a 

structure that is very different from that of a manufacturing context and might prove 

problematic during the translation. A number of problems have been defined in the theoretical 

framework by authors as; Åhlström (1995), George (2003), Larsson (2008), Corbett (2007)  

But there are some other problems that might affect the success of the implementation; 

Nordeas organization might be too big for the entire staff to be educated and trained in Lean, 

Nordeas expert team might be the solution. But even if the introduction will be resource 

demanding at first the benefits of having everyone in such a large company working towards 

the same goal will continue throughout the future of the company, (Womack et al. 1990) 

Everyone doesn’t have to be an expert but every bit of knowledge shared among the 

employees benefits the greater good, (Womack and Jones 2003) claims that there is no need 

for extensive knowledge as long as there is a will to change. As all managers have expressed 

during the interviews there is a need for a basic education, to be remembered why and how 

certain things are done. And this can’t be a onetime event, the training and education has to be 

continuous. 

The performance is based on group activity, something that Lean theory suggests as a positive 

thing. This might be something that has to change in a service context, activities in production 

are easier to group together and evaluate in a fair way. But in a service context were 

everything is based on a face-to-face interaction it’s unfair to judge all individuals in the same 

way. This Individualism is described as a major problem area by George (2003). There is no 

group of people performing the same service where the performance is evenly distributed, 

hence it’s impossible to give a fair incentive for future work. The performance has to be 

individual in order to promote the employee who actually created more value for the 

company. Otherwise these people will go unheard and there will be no suggestions from 

people not directly involved in the process, George (2003) defines this as something that can 

create resentment among the staff.   

There is a future for Lean in Nordea, they have possibilities that would make the introduction 

and implementation easier. There are efficient and active communication sources in both the 

Lean board and the intranet, utilized properly these could be modified into effective tools of 

communicating Lean throughout the organization.  
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5.3 Implications 

5.3.1 Theoretical Implications 

During this thesis there were a few areas that raised some interesting questions that might 

contribute to a deeper understanding to why the implementation of Lean sometimes fails 

within the service industry. The questions regarding individuality and the use of Lean experts 

would hopefully explain the low level of knowledge identified in this thesis and could result 

in a change in the implementation process for all industries with similar service processes.   

  

 Does the individuality in the service industry affect the cross-functional teamwork 

that’s so important in Lean? 

 

 Performance measurements and rewards in Lean are based on groups, but all face-to-

face services are based on specific individuals; how does this affect the success of 

Lean? 

 

 Does large service companies consisting of many smaller entities performing face-to-

face services have to educate everyone in order to reach a successful implementation 

of Lean? 

 

 Is the adaptation of Lean more efficient by using expert groups in larger service 

companies consisting of numerous smaller entities?  

 

5.3.2 Service and Managerial Implications  

 Involve everyone  

o Introduction for new employees  

o Basic education; The whole concept might have to be re-introduced  

o Sharing of best practices; Exchange of experiences between each office. 

o Feedback; Highlight the results from suggestions and implemented changes. 

 

 Develop the existing feedback sources, let the staff use the information to do the 

modifications that suits their office the best.   

With proper knowledge the existing Lean board could evolve by itself through numerous 

incremental modifications, taking place during several hundred meetings. These changes 

would work as a motivational source through direct result and responses from the 

changes, something that hopefully ripples throughout the entire organization creating 

unforeseen improvements everywhere.  

The existing intranet seems to be a very informative source available to everyone but so is 

the internet. It doesn’t matter how much or how good the information available is when it 

is up the each individual to learn it. There should be some way to “force” the employees 

to read about improvements or get tips before they could start their normal assignments, 

this information has to be suitable and informative about the specific areas the employees 

is working with to prevent resentment towards a new mandatory assignment.  
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SPSS Respondents statistics 
 

Office 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid 1 20 62,5 62,5 62,5 

2 7 21,9 21,9 84,4 

3 5 15,6 15,6 100,0 

Total 32 100,0 100,0  

 

Statistics Implementation 

Was the vision for introducing Lean clearly presented from the start 

  
Frequency Percent Valid Percent Cumulative Percent 

Valid Strongly disagree 1 3,1 4,0 4,0 

Disagrees 3 9,4 12,0 16,0 

Nor disagree nor agree 8 25,0 32,0 48,0 

Agrees 6 18,8 24,0 72,0 

Strongly agrees 7 21,9 28,0 100,0 

Total 25 78,1 100,0  

Missing NA 7 21,9   

Total 32 100,0   

 

Was the Need for introducing Lean clearly presented from the start 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 1 3,1 4,0 4,0 

Disagrees 5 15,6 20,0 24,0 

Nor disagree nor agree 9 28,1 36,0 60,0 

Agrees 8 25,0 32,0 92,0 

Strongly agrees 2 6,3 8,0 100,0 

Total 25 78,1 100,0  

Missing NA 7 21,9   

Total 32 100,0   
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Goals and gateways are continuously updated 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 1 3,1 3,2 3,2 

Disagrees 3 9,4 9,7 12,9 

Nor disagree nor agree 13 40,6 41,9 54,8 

Agrees 12 37,5 38,7 93,5 

Strongly agrees 2 6,3 6,5 100,0 

Total 31 96,9 100,0  

Missing NA 1 3,1   

Total 32 100,0   

 

 

Long Term Goals are reachable and realistic 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 1 3,1 3,3 3,3 

Disagrees 3 9,4 10,0 13,3 

Nor disagree nor agree 10 31,3 33,3 46,7 

Agrees 13 40,6 43,3 90,0 

Strongly agrees 3 9,4 10,0 100,0 

Total 30 93,8 100,0  

Missing NA 2 6,3   

Total 32 100,0   
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Statistics Training and Education 
 

 

Is there continuous Lean training at Nordea 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 3 9,4 10,7 10,7 

Disagrees 8 25,0 28,6 39,3 

Nor disagree nor agree 9 28,1 32,1 71,4 

Agrees 7 21,9 25,0 96,4 

Strongly agrees 1 3,1 3,6 100,0 

Total 28 87,5 100,0  

Missing NA 4 12,5   

Total 32 100,0   

 

 

Lean is applicable to my working assignments 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 4 12,5 12,9 12,9 

Disagrees 2 6,3 6,5 19,4 

Nor disagree nor agree 9 28,1 29,0 48,4 

Agrees 8 25,0 25,8 74,2 

Strongly agrees 8 25,0 25,8 100,0 

Total 31 96,9 100,0  

Missing NA 1 3,1   

Total 32 100,0   
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I know who to turn to with a improvement suggestion 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 6 18,8 19,4 19,4 

Disagrees 5 15,6 16,1 35,5 

Nor disagree nor agree 5 15,6 16,1 51,6 

Agrees 7 21,9 22,6 74,2 

Strongly agrees 8 25,0 25,8 100,0 

Total 31 96,9 100,0  

Missing NA 1 3,1   

Total 32 100,0   

 

I know how Lean affects my working assignments 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 3 9,4 9,7 9,7 

Disagrees 3 9,4 9,7 19,4 

Nor disagree nor agree 7 21,9 22,6 41,9 

Agrees 14 43,8 45,2 87,1 

Strongly agrees 4 12,5 12,9 100,0 

Total 31 96,9 100,0  

Missing NA 1 3,1   

Total 32 100,0   

 

There is a need for further Lean training 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 1 3,1 3,3 3,3 

Disagrees 3 9,4 10,0 13,3 

Nor disagree nor agree 10 31,3 33,3 46,7 

Agrees 8 25,0 26,7 73,3 

Strongly agrees 8 25,0 26,7 100,0 

Total 30 93,8 100,0  

Missing NA 2 6,3   

Total 32 100,0   
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Statistics Motivation 

I want more feedback on results from Lean 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Disagrees 5 15,6 16,1 16,1 

Nor disagree nor agree 9 28,1 29,0 45,2 

Agrees 6 18,8 19,4 64,5 

Strongly agrees 11 34,4 35,5 100,0 

Total 31 96,9 100,0  

Missing NA 1 3,1   

Total 32 100,0   

 

I have been involved in previous Lean processes 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Yes 2 6,3 6,3 6,3 

No 30 93,8 93,8 100,0 

Total 32 100,0 100,0  

 

If Yes, How many 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid 1 1 3,1 50,0 50,0 

3 1 3,1 50,0 100,0 

Total 2 6,3 100,0  

Missing NA 30 93,8   

Total 32 100,0   

 

If yes, how successful were they 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Nor disagree nor agree 1 3,1 50,0 50,0 

Very successful 1 3,1 50,0 100,0 

Total 2 6,3 100,0  

Missing NA 30 93,8   

Total 32 100,0   
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I have a positive attitude towards Lean at Nordea 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 2 6,3 6,5 6,5 

Disagrees 2 6,3 6,5 12,9 

Nor disagree nor agree 10 31,3 32,3 45,2 

Agrees 7 21,9 22,6 67,7 

Strongly agrees 10 31,3 32,3 100,0 

Total 31 96,9 100,0  

Missing NA 1 3,1   

Total 32 100,0   

 

 

I can test Lean improvements on my working assignments 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 3 9,4 10,3 10,3 

Disagrees 4 12,5 13,8 24,1 

Nor disagree nor agree 9 28,1 31,0 55,2 

Agrees 8 25,0 27,6 82,8 

Strongly agrees 5 15,6 17,2 100,0 

Total 29 90,6 100,0  

Missing NA 3 9,4   

Total 32 100,0   
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Statistics Results 

 

Thanks to lean i can serve more customers per day 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 4 12,5 14,3 14,3 

Disagrees 9 28,1 32,1 46,4 

Nor disagree nor agree 6 18,8 21,4 67,9 

Agrees 6 18,8 21,4 89,3 

Strongly agrees 3 9,4 10,7 100,0 

Total 28 87,5 100,0  

Missing NA 4 12,5   

Total 32 100,0   

 

 

I have a positive attitude towards how lean has improved my working assignments 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 3 9,4 10,3 10,3 

Disagrees 6 18,8 20,7 31,0 

Nor disagree nor agree 8 25,0 27,6 58,6 

Agrees 9 28,1 31,0 89,7 

Strongly agrees 3 9,4 10,3 100,0 

Total 29 90,6 100,0  

Missing NA 3 9,4   

Total 32 100,0   
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Lean is important for nordeas future success 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Strongly disagree 2 6,3 6,7 6,7 

Disagrees 3 9,4 10,0 16,7 

Nor disagree nor agree 10 31,3 33,3 50,0 

Agrees 7 21,9 23,3 73,3 

Strongly agrees 8 25,0 26,7 100,0 

Total 30 93,8 100,0  

Missing NA 2 6,3   

Total 32 100,0   

 

Results from lean improvements are measured on group performance 

  

Frequency Percent Valid Percent 

Cumulative 

Percent 

Valid Disagrees 2 6,3 9,5 9,5 

Nor disagree nor agree 6 18,8 28,6 38,1 

Agrees 7 21,9 33,3 71,4 

Strongly agrees 6 18,8 28,6 100,0 

Total 21 65,6 100,0  

Missing NA 11 34,4   

Total 32 100,0   

 

 

 

 

  



Appendix 

 
X 

 

Appendix 2 - Motivation for questionnaire 
 

The choice of a questionnaire over structured-interview was primarily due to the limited 

timeframe of the dissertation. The goal is to identify the results of the introduction and 

implementation of Lean, knowledge level and overall attitude towards Lean among the 

workers without a management position at Nordea.  

The layout was designed to be as easy and fast as possible to ensure maximal participation, 

Bryman and Bell (2007, p250). A five point Likert scale was used with an additional option if 

the respondent doesn’t have any idea of what the question is about. This will hopefully 

minimize the respondents that doesn’t understand and just pick the undecided option.  

Reasons behind the topics dividing the questions:  

 General information 

- The general information will be used to categorize the respondents and look for 

coincidences that might explain any deviant answers. If they are of a certain age, 

or have background, previous experiences or their present position within Nordea. 

There is one control question to ensure that there are no managers answering the 

questionnaire.  

 Implementation of Lean 

- These questions will help to analyze the implementation of Lean, how the vision 

was presented at the start, if the reason and need behind the change was defined 

from the start, if they get continuous feedback regarding short term goals and 

finally if the long term goals are reachable.  

 Education of Lean 

- These questions revolve around the level of knowledge about Lean in the 

organization, the need for further education, how the changes has affected their 

working assignments and if they know who to turn to in case of an improvement 

idea.   

 Motivation 

- What motivates Lean changes? Do they get sufficient feedback from the 

management, have they been involved in Lean processes before and if so how did 

that process turn out? What is their general attitude towards Lean and are the 

improvements directly applicable to their assignements. 

 Results changes made by Lean 

- What has their Lean work resulted in? Are they able to help more customers per 

day? Are they positive towards the changes, is Lean important for Nordeas future? 

Are the results individual, or group based? 

 Open questions; Their definition of Lean, Positive and Negative sides of Lean.  

- These open questions leave more room for personal opinions and differences in 

their definition of Lean the positive and negative sides of Lean.  
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Appendix 3 - Questionnaire 
 

Background 

 

This questionnaire is developed to be the empirical foundation for this thesis concerning Lean 

in the financial service industry. The authors for this thesis are Sebastian L- Rehn and Mathias 

Ericsson, who are students at Halmstad University Master program in Technical project 

management and Business development. Nordea was chosen as a case study due to positive 

results since the introduction of Lean in the organization.  

 

Purpose 

 

The surveys aim is to examine the introduction and implementation, training, motivation and 

results of Lean, also how the employees have been affected and the level of satisfaction. 

 

 

 

General information 

 
 
Gender Male  Female   

 

Age  < 20  20-29  30-39  40-49  50-65 

 

Yeas worked at  Nordea    < 1  1-5  6-10  10 > 

 

__________________________________________________________________________________ 

 

Are you in a leading position?      Yes  No 

__________________________________________________________________________________ 

Instructions 

Please tick the alternative that suits your opinion best. Number (5) represents strongly agree while (1) 

represents strongly disagree.  

Please answer all questions, if you dont have an opinion or dont understand the question chose  X 
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Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Implementation of Lean  

Was the Vision for introducing Lean clearly presented from start? 

Was the need for introducing Lean clearly introduced from start?      

Short-term goal and gateway are continuously being updated? 

Long-Term goals are realistic and reachable  

 

Lean training and Education 

Is there continuous Lean training at Nordea 

Lean is applicable to my working assignments 

I know who to turn to with a improvement suggestion 

I know how Lean affects my working assignments 

There is a need for further Lean training 

 

 

 

 

Motivering 
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 Yes   No      If Yes, How many?  1            2     3 or more    
     

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

          Faliure 1  2      3    4 5 Very Sucessful                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

Strongly Disagrees 1 2 3 4 5 Strongly agrees                 X 
      

I want more feedback on results from Lean 

I have been involvoed in previous Lean processes 

If Yes how successful were they? 

I have a positive attitude towards Lean at Nordea 

I can test Lean improvements on my working assignments 

 

Results from Lean 

Thanks to lean i can serve more customers per day 

I have a positive attitude towards how lean has improved my working assignments 

Lean is important for nordeas future success 

Results from lean improvements are measured on group performance 
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Open questions 

 What does Lean mean for you? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

 Positive aspects of Lean in Nordea? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

 Negative aspects of Lean in Nordea? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

 

Thanks for your participation 

 

 

We would like to thank you for your participation, the responds will help us during the 

process of writing our thesis. All collected data will be handled confidential and will be 

destroyed after it been analyzed 
 

//Sebastian Rehn and Mathias Ericsson TPA-2010 Dissertation thesis  
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Appendix 4 – Motivation Interviews 
 

 General information 

- The general information will be used to categorize the respondents and look for 

coincidences that might explain any deviant answers. If they are of a certain age, any 

previous experiences of managing or their position within Nordea.  

 Implementation 

- Analyze how the Vision of the implementation was introduced, what the reasons and need 

where of a change in the organization. How they implemented the changes, the 

communication of feedback and the future success of Lean within Nordea.  

 Education 

- How is the education is organized, is the education continuous? How is improvement 

suggestions are handled. If there is a need for further Lean education within the 

organization and how Lean was regarded during the introduction.  

 Motivation 

- What are the motivational factors behind Lean improvements? Does the actual 

improvements work as motivation?  Do they get the necessary feedback needed to identify 

the results from the changes.   

 Results and effects 

- How has Lean affected your/coworkers working assignments, are more customers being 

served per day? Is the customer satisfaction higher after the introduction of Lean? and 

how they think Lean will affect Nordea in the future. 

 Closing Questions 

- The same questions as the last questions on the Questionnaire, what Lean means to 

the respondent as well as positive and negative things regarding Lean.  
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Appendix 5 - Interview guide 
 

The purpose behind this interview is to analyze the introduction and implementation of Lean 

among Nordea´s management and how the knowledge is forwarded and the continuous 

improvements sustained. What the level of commitment to Lean is among the coworkers and 

how new suggestions and ideas are handled at management level. Finally how the 

introduction of Lean has affected the results, working assignments and overall efficiency and 

what the expectations are for future improvements. The General information will be used to 

categorize the responses and define differences between certain management roles that might 

become visible.   

General information 

 
 
Sex  Male  Female   

 

Age  < 20  20-29  30-39  40-49  50-65 

 

Years employed at Nordea    < 1  1-5  6-10  10 > 

 

__________________________________________________________________________________ 

 

Do you have any previous experience from running your own           Yes  No 

business?    

__________________________________________________________________________________ 

Implementation 

- How was the vision for the introduction of Lean defined from the start? 

 Was it easy to explain and forward the information to your co-workers? 

- Was the implementation strategy defined from the start? 

 Why was there a need for the introduction of Lean in the organization? 

- How  are the Short term-goals and “gateways” being updated and how are their results 

relayed to the staff.  

- How do you perceive long term goals for Nordea over time?  

Education 

- How is the Lean education organized at Nordea 

 Is the education continuous? 

- How do you handle an improvement suggestion 

 Do you have a say in the matter or is it forwarded to a higher level? 

 Do you receive any feedback about the suggestions forwarded to a higher level?  

- How was Lean perceived among your co-workers during the introduction 

- Is there a need for further Lean education for you and/or your coworkers? 

 If YES in what areas? 
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Motivation 

- Have you been involved in Lean processes before? 

 If YES how many? 

 Was the process successful or non-successful? 

- How do your coworkers get feedback to understand how Lean has affected Nordeas 

results?  

- How has the customer value changed since the introduction of Lean? 

 If doubtful; Positive or negative? 

- What is the generally attitude towards Lean improvements among your coworkers  

- Has Lean improvements worked as an motivation for further implementation  

Results 

- How has Lean affected your working assignments?  

- How has Lean affected your co-workers working assignments?  

- How do you think Lean will affect the future of Nordea? 

- Can you thanks to Lean serve more customers per day than before 

 Have you noticed an increased customer satisfaction since the introduction of Lean 

Open questions 

- What does Lean mean to you? 

- Positive and negative sides of Lean 

To think about before the interview 

 Create a certain order among the topic areas to a get a flow through the interview, but 

be prepared to change the order if necessary.  

 Formulate the questions in a way that it will help you to answer your RQ, without 

being too specific.  

 Try to use a comprehensible and relevant language to the people you are interviewing. 

 Don’t ask leading questions. 

 Remember to record your “facesheet” (general information). 

 The process is flexible; other questions besides those written down can be asked. 

During the interview 

 Did the respondent hesitate before answering 

 Body language (Open, closed etc) 

 Answer the question or talk about everything else 

After your interview 

 How the interview went (cooperative, nervous, talkative) 

 Where the interview took place. 

 Any other feelings about the interview? 

 The surrounding settings (busy, quiet, old, new buildings, use of computers etc)  



Appendix 

 
XVIII 

 

Appendix 6 – Responds from interviews and questionnaire – 

Implementation 
 

- How do you perceive long term goals for Nordea over time?  

Manager 1: That’s a very hard question for a man in my position to answer, how the strategy 

is created, how the management thinks about future Lean work. Compared to the start of 

Lean there is not much information regarding the actual work right now. Why that is I don’t 

know, is it because they are so successful with implementing Lean or something else. I won’t 

speculate any further…  

Manager 2: We have a good to great long term goal, now we have moved from one of the 

leading banks in Sweden to one of leading ones in Europe. So that vision is a strongly defined 

and I think the Lean work will continue.  

Manager 3: Yes I think it will last in the future, I have heard about offices where they don’t 

have meeting everyday but I think it will remain within the organization. But as I said before 

it needs to be continuously updated. 

Manager 5: There is a program called transformation program within Nordea that only deals 

with improvements and how things should change for the future. There is even a position in 

Nordea called the Lean expert, whenever new larger projects are started within Nordea the 

expert is there ensure that the project is as Lean as possible. So I think that it is will be a part 

of the future, but we don’t call it Lean anymore, we just call it the board meeting, or PM 

(performance management) meetings. I don’t really know the title has changed, but when I 

started everyone took turn at leading the PM meetings but now it is the manager who leads 

the meeting. 
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- How was Lean perceived among your co-workers during the introduction 

Manager 1: This was something new and exciting but as with all changes there were a lot of 

questions why this change would be useful and what it would result in. The Lean group was 

with us for a week in the beginning, but when they went home it was a hard job to create a 

functional routine. Who should control their Lean whiteboard? Boss or employees, who 

should be in charge of the meeting etc. 

Manager 2: It was a mixed reception, it is mainly a generation issue where the older 

generations are more resistant to changes while the younger generation likes the challenge it 

produces.  

Manager 3: Most of them thought it were exciting, in the beginning each took their turn at 

being the one who controlled the board. This has changed somewhat and now it is the 

counselors who control the board at each meeting. The worker dealing with customer fells 

that they don’t have the time to do it. And we have made a rule of that if there is someone that 

really doesn’t want to they don’t have to. In the beginning everyone had to control the board. 

But the quality of the meeting is only as good as the one controlling it makes it. We have 

concentrated on what the leader of the board should do and that they should be properly 

prepared for the meeting. The ones who get the leading role dosen’t feel that it is an extra 

burden.  
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Appendix 7 – Responds from interviews and questionnaire – Training 

 

- How do you handle an improvement suggestion 

 Do you have a say in the matter or is it forwarded to a higher level? 

Manager 1: It depends on what the suggestion is about, we can get suggestions ranging from 

how we organize food coupons to who does what in the office. These suggestions are handled 

locally by us at the office. But if it something about a national or global change that involves 

people besides the ones in the office we need to forward this to a higher level that controls the 

area that the suggestions is about.  

Manager 2: The fundamental thing about Lean is what we can affect in our everyday life, 

those questions who might work in our office at our floor we are in charge of, but if it is 

something that might affect the entire organization we pass the idea forward to the 

appropriate department.  

Manager 3: It depends on what the suggestion is, if it is something regarding this office we 

will change it, those decisions are easy but if it is a product or something to do with the 

computers we forward it 

Manager 4: It depends on what the suggestion is about, if is about their floor they solve it on 

their own but if it involves others they need to get approval from the management.  

Manager 5: This will probably not be mentioned during the Board meetings, I’m very open for 

suggestions and can take criticism. I have the freedom to make local changes that only 

involve this office within a certain budget. Every change has to travel through many 

managers before reaching us at the office. 
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 Do you receive any feedback about the suggestions forwarded to a higher level?  

Manager 1: No not really, If you hear something it’s through the unofficial channels.  

Manager 2: Both Yes and No, there is no specific information channel that only deals with 

Lean, the feedback you get is from the existing ones. The feedback might be god idea, or this 

is not I our plans now, or this will be fixed in the future. But there are no specific follow up on 

the ideas. It’s more like spontaneous feedback from co-workers.  

Manager 3: Both YES and NO, there are things that I ask my staff to forward to a higher level 

without my interference, but unfortunately it seems to be taken more seriously if it comes from 

me. But generally I think the feedback isn’t that great, sometimes.  

Manager 5: If you want to know what happened I think you have to ask about the information, 

it is not something that you will receive from the manager above you. I the beginning these 

suggestions that affects the entire organization where supposed to be put on the board and 

then forwarded to a special mailbox, and then the participants would get feedback. But I don’t 

think that ever worked because it is not something that we do right now. I have presented an 

80/20 rule to my employees; 80% of their effort should be focused on making improvements in 

our office and 20% on improvements for the entire organization. The reason behind this is 

that all suggestions for the organization is such a large project and we rarely get the 

satisfaction of seeing it implemented or even getting some feedback about it.  

 

 Is the education continuous? 

Manager 1: Yes the internal education is continuous. 

Manager 2: There is no continuous education, it’s more “on basis”, that there is an education 

when it is needed. There might be some general courses but nothing that I have heard of. If it 

is a new group they might call for a Lean expert to help them getting started, there are a few 

experts within the whole organization.   

Manager 3 and Manager 4: No! 

 

- How has Lean affected your co-workers working assignments?  

Manager 1: Everything is visible to everyone, all sales and numbers are on the Lean board 

and this might stress people that are not secure in their position as a sales person. The fast 

feedback makes it easier to celebrate success and handle any problems. 

Manager 2: No there might be some differences depending on the role a person plays for the 

company, but comparing roles there have been no extra work added. 

Manager 3: They don’t think that their work load has increased, but as I said before it 

depends on who is in charge of the board, during certain periods there have been more work 

for those in charge. I noticed last summer when I was absent that the board didn’t work, they 

didn’t use it. I was like the board was only there for me. That made me mad so I explained it 

to them; this board is for everyone, especially you who are working directly with customers. 

So it’s like I said before, sometimes it needs to be updated and renewed to prevent this from 

happening. We use the board 3-4 times a week. We have tried to have the meeting during 

different times of the day, we drink coffee before the meeting and then use it as a motivation 
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boost just before we start the day. Another aspect is that we can’t have a longer meeting even 

if we wanted to, we have to open the bank.  

Manager 4: It creates more efficient time, or time gets more efficient. It has worked very good 

for my calendar planning. But I think it is up to the manager to keep themselves update on 

how they should think.   

Manager 5: Two years ago there were pretty big changes in the way our bank tellers worked. 

A Lean team worked for weeks in something called Live Labs and tried every possible 

scenario to evaluate and find a best way of doing things.   

 

- How has Lean affected your working assignments?  

Manager 1: My workload has increased, we report everything continuously so there is a faster 

reaction when a result doesn’t meet the expectations. Before Lean we reported every quarter 

which meant that there was a lag in the reaction time. But now everything happens so fast 

that it might become stressful. The pressure of performing has increased. 

Manager 2: Can’t answer that due to the fact that it was already introduced when I started at 

my management position. There might be some extra documentation but I think this would 

have been done in some other way if it wasn’t Lean. 

Manager 3: I think that the Lean board is primarily used to show results, so I think that the 

board is very result oriented. It’s always updated, which means that everyone is more result 

oriented. So the board has been helpful for both me and my co-workers. It has not added any 

work. 

Manager 5: Due to the fact that the Lean board is the managers now, and that the 

responsibility doesn’t change from week to week I think managers has a higher workload 

now. You always have to be prepared before every meeting, something that often takes time. 

 

- Is there a need for further Lean education for you and/or your coworkers? 

Manager 1: Yes, there is a need.  

Manager 2: Yes as it is an all areas, no one is ever fully educated in any area, there are 

always things to be learned.  

Manager 3: Yes. 

Manager 4: Yes. 

Manager 5: Yes. 

  

 

 

 

 



Appendix 

 
XXIII 

 

 

 If YES in what areas? 

Manager 1: Not a specific area but after the introduction of tools and methods it’s always 

hard to keep the focus on what really matters. After a while the original goal changes and get 

diluted among all other assignments. I think there should be a way of exchanging experiences 

with other offices, there might be something to learn from how others have dealt with a 

problem. And there is a need for education to keep the fundamentals of Lean the same, there 

are probably a lot of differences between the offices you are going to analyze, all depending 

on how much the bank managers at each office has embraced the concept.  

Manager 2: Education trough the exchange of experiences, how have other offices tackled a 

problem, how are they using certain methods and tools. Why some have successful Lean 

boards and some don’t, reasons behind this etc. There is no such information being handed 

out now, only on a personal level. There is no common Lean board for each office, every floor 

has their own board and meetings.  

Manager 3: Yes, No need for an extensive education, what we really need is some ideas and 

suggestions how to develop and improve the Lean board from time to time. To exchange 

experiences, how has other offices dealt with this problem!? So that the meeting results in 

something other than just an meeting that has to take place. 

Manager 4: It would have been good with an overall education that reminds them about what, 

why and how.  

Manager 5: YES, I think so. There is a need for a basic education that goes over the main 

areas again, and ways to improve the Board, it can’t be a negative meeting 5 days a week, 

that won’t generate any positive results. The same things can’t be on the agenda every 

meeting, something that occurs rather often. We have certain focus numbers that we strive for 

and it’s easy to only talk about them during the meetings.  
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Appendix 8 – Responds from interviews and questionnaire – Motivation 
- How do your coworkers get feedback to understand how Lean has affected Nordea’s 

results? 

Manager 1: The central thing in our Lean work is the Lean board, at first we were suppose to 

have a meeting each day but we have cut that down to 2-3 times a week. This differs between 

regions and even offices. 

Manager 2: The Lean board. 

Manager 3: We have an intranet were every result is shown as soon as it’s finished. And it’s 

the leader of the board that collects and presents these results during the meeting. There is so 

much information on the intranet that it’s impossible to be completely updated all the time.  

Manager 4:  They have no feedback meetings on this floor, they have a weekly paper that 

describes how Nordea has moved forward during the last time period. It is more on a 

personal level, discussions among the workers. They use the same Lean board as the others, 

they try to have at least once a week, but the 15 minutes they have is usually not enough.  

Manager 5: The Lean board is our visual way of giving feedback. We work in such a small 

office that we often just talk to each other. I usually create a weekly information mail that 

everyone gets, but this mail can contain anything from things to remember to organizational 

changes. Sometimes we have tips about something that might have happened to one of our 

employees and how they handled it. We get a lot of information through our intranet, there 

are problem discussions, how to handle certain things and new improvements that will come 

later on.  

 

- What is the general attitude towards Lean improvements among your coworkers  

Manager 1: That is something the questionnaire will provide answers to.  

Manager 2: It depends on the nature of the question, some might think it is a great idea while 

some doesn’t understand why they should to it.  

Manager 3: It depends entirely up to what the change is about and what kind of person the 

worker is who is going to make the change. Some people make the change without hesitation 

while it takes longer for some, and there are those who needs to think about it carefully before 
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doing anything. There is a possibility that this is generation related but I have not seen any 

proof of this.  

Manager 4: It goes both ways, it depends on what type of change it is, but on average they 

think it is exciting with the changes. This manager works a lot with implementing the changes 

during the busiest periods, when people are starting to feel the stress and without thinking 

about it goes back to the old way of doing things.  

Manager 5: I think the attitude is mixed depending on the employee, many times when I’m not 

here there is no meeting. That shows what they really think about the Lean meeting, I think 

this might be due to the varying results from the meetings or that they lack the knowledge why 

it’s important. None of the managers have received any education in how to manage and run 

the PM meetings in the best way. It’s very much up to the manager of each office.  

 

- Has Lean improvements worked as a motivation for further implementation? 

Manager 1: Both Yes and No, it depends on who you ask. Last year a co-worker retired and in 

his thank you speech he clearly stated that he was happy for retiring and the gifts but he was 

most happy about that there would be no more Lean work. The No people have usually been 

with us for a long time and they enjoy the freedom of performing their tasks and are not 

happy about having to change anything. Then we have those who have another way of 

thinking, they usually want to improve themselves, they want to discuss things and work with 

new ideas.  

I think that all managers needs to stop once and a while to explain why are we doing this, 

what is the intended result? To keep things from just being done as something that has to be 

done. I can have one picture in my head but if I don’t thoroughly explain this to others how 

can they follow my vision?  Stop and reflect about what they are actually doing.  

Manager 2 and 3: Yes, that is the general idea behind Lean, to make it easier for others.  

Manager 5: That is our main goal, to get more energy and motivated people after the PM 

meetings. I think this is one of the best things with our meetings, to give the employees a pep-

talk before the start of the day.   
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Appendix 9 – Responds from interviews and questionnaire - Results 
- Can you thanks to Lean serve more customers per day than before 

Manager 1: Yes absolutely this is one of our major focus areas. 

Manager 2: Yes, that is the foundation. If you save time on your other tasks the customer gets 

more time.   

Manager 3: Yes.  

Manager 4: Both Yes and No. 

Manager 5: Yes. 

- How has the customer value changed since the introduction of Lean? 

 If doubtful; Positive or negative? 

Manager 2: The customer value is increased by the smaller incremental improvements that 

are fundamental to Lean.   

Manager 3: I think that we have a general focus on the customer value. We have a lot of 

discussions about why we are doing this. I hope that the customers are more pleased with us 

since the introduction. We have CSI (Customer Satisfaction Index) surveys each year and this 

office has a very high result. During the last year most of the offices has got lower results 

than previous years but we have improved ours.  

Manager 4: Yes, the entire layout has changed and they have received good feedback from 

customers, they have expressed their positive attitude towards the changes. 

Manger 5: That is very hard for me to answer because I didn’t work here before Lean, but I 

think that we have become more customer focused since the introduction, probably through 

analysis of value flow but also the structural change. We have divided certain similar 

customers into groups to give them better service, to have one expert in each area.  

 Have you noticed an increased customer satisfaction since the introduction of Lean 

Manager 1: The surveys CSI (Customer Satisfaction Index) we perform on our customers are 

detailed about our specific services and can’t be used to grade the success of Lean.  

Manager 2: Yes, the entire way we work is based on getting more time with customers and all 

actions are focused on increasing the time with customers.  

Manager 3: I don’t really know, during the introduction of Lean we tried to make a chart over 

what periods during the day that were the busiest. So we could try to keep the optimal number 

of employees at that time. We are not that many employees to start with so everyone is always 

working their ass off. We might help them faster but I don’t think that we have helped them 

more. We already work in a customer service industry so everything revolves around the 

customer anyway. It’s hard to say who is the hen and what is the egg.  

Manager 5: Yes, we have a vision from changing from an transactional bank to a relationship 

bank, that we focus on a few good relations with profitable customers instead of acting like an 

ATM were customers gets no relation at all. 

 


