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Abstract  
The purpose of the study has been to investigate how leadership can support 

organisational change by empowering Project Managers and Team Leaders to encourage 

organisational change into a Lean/Agile organisation. Lean is a management philosophy 

based on measuring flow efficiency instead of resource efficiency. To be able to create 

flow there are certain basic principles to be followed such as minimising waste, working 

in a team and constantly strive for improvement. It has in several studies been pointed 

out that leadership is an important factor in creating a successful organisational change 

that lasts.  

We have in our study strengthen the implementation of Lean by focusing on visual 

planning, feedback and leadership connected with theories on organisational change. 

This was done by providing by coaching leadership during the workshops and also a 

study visit for one of the pilot groups that consisted of Team Leaders and Project 

Managers from two of the divisions at Saab Technologies.  

In conclusion, the study has shown that leadership is a necessary factor to succeed with 

a reorganisation irrespective of what level in the company is being reorganised. The 

Management Teams have to lead with visions and create long-term goals. Based on these 

goals, clear milestones should be created that are implemented and then evaluated in 

short intervals, these milestones then sipper down the to the levels below in the 

organisation where the milestones and goals are translated from vision into action. The 

picture of that a reorganisation changes the company overnight needs to be erased in 

benefit of creating small continuous changes that in the long run will lead to a new 

organisation. The Project Managers and Team Leaders also have to lead their projects 

and teams for the reorganisation to evolve and not stagnate. Furthermore, the leadership 

has to be adapted to every situation, keeping in mind that teams and projects are in 

different stages just as a reorganisation. Visual planning has worked as a translator and 

as something reachable in the reorganisation and also as an anchor to be able to continue 

the implementation of Lean within the organisation.    
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Sammanfattning 
Syftet med studien har varit att undersöka hur ledarskap kan stödja 

organisationsförändring genom att ge makt till projekt- och teamledare att främja 

organisationsförändringen till en Lean/Agil verksamhet. Lean är en management filosofi 

som baseras på att mäta flödeseffektivitet istället för resurseffektivitet. För att skapa 

flöde finns vissa grundprinciper som att minimera slöseri, arbeta i team och att ständigt 

stäva efter att förbättra. Ledarskap har i flera studier poängterats som en viktig faktor för 

att få till en lyckad organisationsförändring som består. 

 

I vårt examensarbete har vi stärkt implementeringen av Lean genom att fokusera på 

visuell planering, feedback och ledarskap sammankopplat med teorier om 

organisationsförändring. Detta har skett genom att vi har tillhandahållit ett coachande 

ledarskap under workshops och ett studiebesök för en pilotgrupp, bestående av 

teamledare och projektledare vid två Divisioner inom Saab Technologies. 
 

Slutsatsen av studien är att ledarskap är en nödvändig faktor för att lyckas med en 

omorganisation oavsett på vilken nivå av företagets organisation. Ledningsgruppen 

måste leda med visioner och skapa långsiktiga mål. Utifrån dessa mål bör sedan tydliga 

hållpunkter skapas som implementeras och utvärderas i korta intervall, de hållpunkterna 

sipprar sedan neråt i organisationen och översätter mål och vision till aktion. Bilden av 

att en omorganisation förändrar företaget över en natt behöver suddas ut till förmån för 

att skapa små kontinuerliga förändringar som i det långa loppet leder till en ny 

organisation. Även projektledare och teamledare måste leda sina projekt och team för att 

omorganisationen ska gå framåt och inte stagnera. Ledarskapet måste i sin tur anpassas 

till varje situation, att leda med tanken på att ett team och projekt befinner sig i olika faser 

precis som en omorganisation. Visuell planering har fungerat som en 

översättningsfunktion och som någonting greppbart i omorganisationen samt fungerat 

som ett ankare för att fortsätta implementera Lean i organisationen. 

Nyckelord 
Ledarskap, förändring, Lean, organisationsförändring, visuell planering, feedback 
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1 Introduction 
In this section we will give a brief introduction to why we have chosen to do our master 

thesis at Saab, our research questions and aim. 

This master thesis project has been done at Saab Technologies' business area Security 

and Defence Systems, SDS, at the unit Combat Systems and C4I Solutions, C2S, in Järfälla. 

We have been part of a reorganisation initiative to help with the implementation of Lean. 

Working with a Lean approach means to focus on adding value to a customer while 

reducing the amount of work that does not contribute to the value (Modig & Åhlström, 

2012). In most organisations resource efficiency is how you measure efficiency, which 

means that the persons working with the product should be occupied with work for the 

majority of the time (Modig & Åhlström, 2012). Lean is a business strategy that focuses 

on flow efficiency instead of resource efficiency. For more about Lean see the theory 

chapter 2.3 

We, Anna Furin and Emma Martinsson, started our work at the end of January 2015. The 

first few weeks were spent on figuring out how the two out of five Divisions at C2S works 

and what piece in the large puzzle we were going to work with. After a pre-study, 

literature studies and discussion with our supervisor at Saab we decided to work with a 

pilot group chosen by the management teams of two of the C2S Divisions. The pilot group 

consisted of six Project Managers and Team Leaders; the pilot group has participated in 

four workshops and one study visit. Considering our academic background together with 

that leadership has been pointed out as a key factor for success in a business 

transformation (Francis, Bessant, & Hobday, 2003; Gill, 2002; Kotter, 2012), we decided 

that during the workshops we were going to bring different aspects of leadership to the 

surface. With this we hope to give the pilot group a new and refreshed toolkit in how to 

be a leader in an organisation in transformation.  

The aim of our study is to research how leadership can support organisational change by 

supplying Project Managers and Team Leaders with coaching, knowledge and tools on 

how to work in a different manner within their projects and groups.  

1.1 Background 
In this section the background is described in two separate parts, one describing our 

academic background and how we have implemented it in our thesis study, and the other 

describing the background of Saab.  

1.1.1 Students 
This thesis study has derived from some of the courses that we have taken part in through 

our education at the combination program Master in Science Engineering and in 

Education that is given by the Royal Institute of Technology and Stockholm University.  

The focus of the combination program has been to combine human sciences with 

technology. The courses at Stockholm University have been in the area of pedagogics, 
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didactics, leadership and management. At the Royal Institute of Technology our courses 

have mainly been in the area of mathematics and physics but also in project management, 

media and communication theory. 

Since our university education mainly has focused on development on a personal level 

we thought it would be interesting to observe a team- and group development and 

reorganisation by combining our academic background with new knowledge from the 

reorganisation of a large department at a technology company such as Saab. 

1.1.2 Saab Technologies  
Saab Technologies was founded 1937 after the Swedish government had decided that 

Sweden was to be self-sufficient in combat aircraft (Saab, 2015a). Over time Saab has 

transformed from a company that only builds military aircrafts to a company that is 

present in most areas of military defence and security. Saab decided in 2010 to divide the 

company into several different business areas for reasons such as control and reporting 

(Saab, 2015b). One of them is Security and Defence Solutions, SDS. 

The SDS business area builds on what used to be the company Philips Celsius Tech. Philips 

Celsius Tech was acquired by Saab Technologies in 2000 (Saab, 2015a). With this 

acquisition Saab expanded and became a "more complete company with a sizable market 

presence" (Saab, 2015a). 

For a long period of time Saab had one major buyer, the Swedish Defence Materiel 

Administration, Försvarets Materielverk (FMV). As Saab grew in new market areas with 

more and different customers the challenge of competing in price and on fast deliveries 

increased. On a highly competitive market the management of two C2S Divisions decided 

to initiate a reorganisation into working according to Lean to be able to compete in price, 

quality and faster deliveries. By doing this reorganisation the management teams hope 

to reduce costs of developing the products and to make the organisation more efficient. 

The reorganisation started in the shift of 2014/2015. Before the reorganisation was 

implemented all staff members at management level had to reapply to their positions and 

a few levels in the hierarchy were removed. All members of staff at the two Divisions have 

during 2014 been educated in what working according to Lean means as a beginning to 

help change their way of working.  

1.2 Conditions 
The conditions of our study and which questions we need to answer have been divided 

into separate headings to give a clear picture of the aim of the study and our work 

methods.  

1.3 Scope 
This study examines the area of business transformation at two Divisions at the C2S unit 

at SDS. The focus has been on giving a few Project Managers and Team Leaders a 
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professional work-kit to become better leaders and have the knowledge they need during 

the transformation process into the new Lean environment. 

The transformation of the organisation is initiated from the top management at each unit 

and could be a success factor. According to Francis et al. (2003) the top down approach 

is a key factor in being successful. At the Aeronautics business unit at Saab the same 

organisational change has been initiated from the floor and up, the opposite from the SDS 

unit.  

Two Divisions at the C2S unit are now reorganising from one matrix organisation to 

another (Svedberg, 2012). A matrix organisation is based on a line that holds and 

manages the resources and groups that use these resources in their projects. The two 

Divisions are transforming from a project organisation to a product organisation 

(Svedberg, 2012). In this transformation they will go from pursuing high resource 

efficiency to pursuing flow efficiency. Common problems in a matrix organisation are  

lack of communication, unclear responsibility and that different parts in the organisation 

are pulling in different directions (Svedberg, 2012). Saab is facing these problems and 

working on ways to solve them by implementing this reorganisation.  

1.4 Objective 
The objective is to achieve the following within the time frame of 4 months in the spring 

of 2015. 

 Provide workshops on the topics of visual planning, feedback, leadership & 

management and retrospective and see what changes it brings to the pilot group's 

work. 

 Provide a discussion forum for the pilot group so that they can learn from each 

other, evolve and continuously improve in their understanding of Lean.  

 Evaluate how the pilot group find that visual planning and feedback support them 

as leaders in a transforming organisation. 

 Evaluate the two Divisions employee’s thoughts on the topics: Lean, leadership, 

feedback and visual planning. 

 Evaluate the pilot group's thoughts of being part of a pilot group and how the 

coaching leadership has affected them in their daily work.  

1.5 Research questions  
The aim of this thesis is to answer the following question: 

What impact does leadership have in a transformation into a Lean organisation? 

In order to answer this question the following sub-questions need to be discussed 

 What impact does a coaching leadership have on other leaders to a Lean/Agile 

leadership?  
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 What impact does a coaching leadership have on project teams?  

 How can visual planning support team- and/or project leaders in a transformation 

into a Lean organisation? 

 What possibilities and/or obstacles do Team Leaders and Project Managers find 

with working according to Lean? 

The first question is linked to how we affect the members of the pilot group. The second 

question is to help us see if we have had any impact on how the members lead their team 

or project. The last two questions are linked to leadership in the way that visual planning 

could function as a method to visualise the leadership within teams and projects. The 

possibilities and obstacles are a clue to find how the leadership could be adapted and 

evolved to better fit a lean environment.  

1.6 Delimitations 
The delimitation with the project is the choice of working with a pilot group consisting of 

six Project Managers and Team Leaders for the study. They are just a small part of the 

Project Managers and Team Leaders that are affected by the reorganisation. The 

management teams of the two Divisions at C2S have selected the pilot group. The pilot 

group selected have shown a previous interest in Lean and have aspirations of developing 

their projects and teams. The benefits of having a small pilot group is that it enables 

discussions at the workshops, everyone has the opportunity to discuss problems and 

issues that may have arisen during the reorganisation (Yemm, 2012). The small pilot 

group also makes it possible for us to gather a significant amount of qualitative data for 

our study (Holme & Krohn Solvang, 2008).  

The aim of the study is trying to influence the C2S unit to work in a more Lean way by 

focusing on different aspects of leadership. About 90 people participated at the LSD 

workshop, including the around 40 team-, project members belonging to the pilot group. 

Another 70 people had attended LSD workshop in the previous year. This enabled us to 

do a quantitative study after the LSD workshop (Holme & Krohn Solvang, 2008). 

1.7 Aim for conclusion 
The aim with this thesis is to evaluate what impact a focus on different aspects on 

leadership has had on the members of the pilot group. Furthermore, if the strategy of 

using the methods of feedback and visual planning have empowered the pilot group to 

start the implementation of Lean in their projects and teams.  
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2 Theory  
In this section we are presenting theories about Lean, change, leadership and groups. 

2.1 Efficiency  
Efficiency can be measured in different ways; two common ways are to look at resources 

or at the flow of the unit. Modig and Åhlström (2012) describe resource efficiency as a 

focus on keeping the resources e.g. worker or equipment occupied to make sure that it 

produces as much as possible. The principle with resource efficiency is to separate the 

work into smaller pieces so that it becomes single tasks that can be done by an individual, 

a part of an organisation or unit. When measuring efficiency the economic models focuses 

on the time a resource is being used, parted with the total time it can be used (Modig & 

Åhlström, 2012). An example of resource efficiency is that a company could build up 

storage stacks in front of and after a machine and store finished products so that they can 

be delivered as soon as an order comes in. This would make it possible for a resource to 

be occupied at all times, even though nobody needs the unit that was produced. To 

measure efficiency by looking at resource efficiency has been around since the industrial 

revolution and is rooted in today’s way of running all kinds of businesses (Modig & 

Åhlström, 2012).  

Flow efficiency differs from resource efficiency in the way that the focus is shifted from 

maximal usage of a resource to maximal flow of the flow unit (Modig & Åhlström, 2012). 

A flow unit is the product that is produced. When flow efficiency is to be measured the 

time value is being added to the product and then divided by the total time it takes to 

produce it.  

2.2 Lean 
The word Lean first appeared in a research study by John Krafcik in 1988 (Modig & 

Åhlström, 2012). Womak, Jones, and Roos (2007) describe the word Lean to derive from 

the philosophy of doing "more and more with less and less". Lean is a management 

philosophy that originates from Toyota's Production System, TPS (Modig & Åhlström, 

2012). TPS is Toyota’s own manufacturing system and was created as a result of a lack of 

resources after the Second World War. The lack of both financial and material resources 

forced Toyota to focus on eliminating waste so that the product was developed at the 

lowest price and with as little material consumption as possible (Modig & Åhlström, 

2012). Waste according to Taiichi Ono (1912-1990), a Toyota executive, is any activity 

which absorbs resources but creates no value for the customer (Womack & Jones, 2003). 

He exemplified waste such as: mistakes that need to be corrected, production of items no 

one wants and storage, unnecessary work done, movement of gods from one place to 

another without any reason, people or machines waiting for items from a previous person 

or machine (bottle necks) and finally doing work that the customer does not want 

(Womak et al., 2007). 
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Lean is also an operation strategy that uses flow efficiency to reach a goal (Modig & 

Åhlström, 2012). To create flow however it is needed to find what brings value and what 

waste is (Womak et al., 2007). Modig and Åhlström (2012) points out that Lean is realised 

in values, principles, methods and tools and they can be defined in the following way: 

 Values define how an organisation should behave 

 Principles define how an organisation should think 

 Methods define what an organisation should do 

 Tools define what an organisation should have  

Womack and Jones (2003) introduced their four main principles of Lean: teamwork, 

communication, efficient usage of resources and elimination of waste and continuous 

improvement. These principles are critical to be able to work according to Lean. 

Poppendieck and Poppendieck (2013b) transform Womack and Jones (2003) four 

principles into seven Lean principles.  

 Eliminate waste  

 Amplify learning 

 Decide as late as possible 

 Deliver as fast as possible 

 Empower the team 

 Build integrity in 

 See the whole (Poppendieck & Poppendieck, 2013b) 

Waste is something that does not add value to the product that is developed. To reduce 

the waste you try to create a flow, which is one main principle in Lean. Learning in a Lean 

environment is essential, by amplifying learning continuous improvement is possible 

(Poppendieck & Poppendieck, 2013b). One method for amplifying learning is to do short 

iterations cycles instead of trying to do a perfect job at the first try (Poppendieck & 

Poppendieck, 2013b). To decide as late as possible is crucial in a changing environment, 

if things are changing all the time there is no point in making decisions or plans if they 

are going to change later anyway. By deciding as late as possible, waste in the form of 

unnecessary work is reduced. To be able to deliver as fast as possible Poppendieck and 

Poppendieck (2013b) emphasises that it is necessary to have flow and therefore 

important to work with speed. It is important that the product can be delivered to the 

customer as fast as possible as it will create a shorter cycle where feedback on the product 

can be received more often, which then leads to amplified learning for the producer 

(Poppendieck & Poppendieck, 2013b). To be able to deliver the product that the customer 

desires it is important to let the development team that develop the product make the 

decisions, as they are the ones that know the product the best. To empower the team by 

letting them make decisions is therefore important to be able to reduce waste, in the form 

of unnecessary time spent on asking others and doing unnecessary work (Poppendieck 

& Poppendieck, 2013b). Poppendieck and Poppendieck (2013b) name two different 

dimensions of integrity, the perceived integrity is described as "that the totality of the 
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product achieves a balance of function, usability, reliability and economy that delights the 

customer" and the conceptual integrity is explained as that the main concept of the 

product works well. 

Savén (2014) stresses the importance of building structures and an environment that 

enables those Lean principles. To realise the principles different methods and tools are 

used. These methods and tools may differ from one organisation to another and they 

should be tailored to fit the different settings and specific conditions that occur.  

Modig and Åhlström (2012) point out situational awareness, as an important factor for 

working Lean and visualisation is a key concept to keep situational awareness in a team 

and project. In Lean product development as well as in production environments 

visualisation is one of the key concepts (Gingnell, Ericsson, & Lilliesköld, 2012). In 

production a physical product exists so the flow is visible to one extent, in software 

development the flow is knowledge and information, which is hard to see directly. This 

disadvantage make visual planning even more important to work with (Gingnell et al., 

2012). Visual planning can be used as a tool to improve communication, teamwork and 

to find deviations from the plan to enable continuous improvement (Savén, 2014) and 

help to solve problems faster (Jurado, 2012). Visual planning can also be an aid when 

working on eliminating waste, amplify learning, delivering and making decisions as fast 

as possible (Poppendieck & Poppendieck, 2013b). The key to a successful visual planning 

method is stand-up meetings that are linked to the visual tool that is used (Jurado, 2012). 

These stand-up meetings should be short and focus on answering the questions  

1. What have you accomplished since the last meeting? 

2. What will you do until the next meeting? 

3. What obstacles is in your way to complete your work? (Gingnell et al., 2012; 

Jurado, 2012) 

If the meetings are too long the purpose of the meeting can be lost and the team members 

may start focusing on things that are not relevant to the topic at hand (Jurado, 2012). To 

make sure that the stand-up meetings fulfills their purpose it is important that the team 

communicates well (Jurado, 2012). The stand-ups are usually held on a daily basis, which 

prevents missunderstandings, incorrect assumptions and indecisions that could occur 

(Jurado, 2012). The visualisation can take place in many different forms and there is no 

fixed form of the visual aid. The Kanban board is one version and another is the method 

Scrum that uses a special kind of visual planning as a part of the method. 

Agile is another word for Lean but is more used in software development, whereas Lean 

is more broadly used in manufacturing and other business areas. Agile strategy is to focus 

more on handling changes and reducing cost linked to this change by emphasising quality 

in design (Gingnell et al., 2012). Whereas Lean has a clearer focus on eliminating waste 

for flow.    
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2.2.1 Scrum 
Scrum is an Agile project method that is mostly used in software development. Scrum is 

a method that is designed to cope with change, to do this it uses short iterative cycles, 

feature planning and dynamic prioritisations (Cockburn & Highsmith, 2001b). 

 

Figure 1: The Scrum process (Presentation-Process.com) 

In figure 1 the Scrum process is explained. The product to be developed is broken down 

into features that pile up in the product backlog. The customer or product owner 

prioritises these features, what they most want is at the top of the priority list and should 

therefore be done sooner. Then the time is divided in iterative cycles called sprints 

(Gingnell et al., 2012). Each sprint in Scrum is 30 days long and during that time no extra 

work or added features will be done than the one planned at the beginning of the sprint 

(Cockburn & Highsmith, 2001b). The length of a sprint is sometimes adapted to other 

time periods. Before a sprint the team working with the product chooses the amount of 

work they think can be done in the sprint, this is called the sprint backlog (Gingnell et al., 

2012). The other features in the backlog are saved for the next sprint. 

The team working with the features in the backlog meets on a daily Scrum meeting, in 

other Agile methods called daily stand-up. At the daily Scrum the focus is on 

"synchronising activities, plan the following 24 hours and addressing obstacles but not 

brainstorming the solution" (Gingnell et al., 2012). 

The daily Scrum takes place around some sort of visual planning board or device. In 

Scrum the visual aid is often divided into 3 columns named: to do, in progress and done 

(Gingnell et al., 2012), an example can be found in appendix A1. The team attending the 

daily Scrum are the ones that define what they mean by the different categories and 

decide on criteria for when a feature or task can be considered done. The daily Scrum 

take place around the visual aid and should last 15-30 min (Cockburn & Highsmith, 

2001b; Gingnell et al., 2012). The questions to be answered at the daily Scrum are the 

same as at other daily stand-ups linked to other kinds of visual planning, see above in 

section 2.2. 
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In the end of each Scrum sprint a sprint review meeting and a sprint retrospective are 

held (Gingnell et al., 2012). The retrospective brings up on how to improve the work in 

the next sprint and how to improve the quality of the product (Gingnell et al., 2012). The 

end-of-iteration reviews are held together with the customer and the purpose is to give 

the customer the opportunity to reprioritise the features left in the product backlog 

before the planning of the next sprint (Schwaber & Sutherland, 2013). 

Scrum is a method that involves a few different roles in the development team. The team 

should be self-organising and therefore no over-all Team Leader exists (Gingnell et al., 

2012). Self-organising teams do not have an external part that decides who does what or 

who have which position, the team itself defines its inner roles.  The team should have a 

product owner and a Scrum master included in the team (Schwaber & Sutherland, 2013). 

Product owner is a role that is taken by one person and not by a group of persons or a 

committee (Gingnell et al., 2012). The role of the product owner is to represent the 

business and guide the team towards the right product, the product owner is also 

responsible for the prioritising of the product backlog (Schwaber & Sutherland, 2013). A 

Scrum master has responsibility to help the team to perform at the highest possible level 

(Gingnell et al., 2012) and to make sure that the daily Scrum is held, not to execute the 

daily Scrum however since that is the responsibility of the team members (Schwaber & 

Sutherland, 2013). 

2.2.2 Kanban 
Kanban was from the beginning a system using cards where the task and time was 

written, the cards where then put on the product and was pulled through the production 

process (Womack & Jones, 2003). The attached note helps to communicate orders 

between processes of work-in-process batches (WIP) to make sure that parts or material 

is at the right place in the right amount just-in-time (JIT) (Womack & Jones, 2003). 

In software development there is no physical product to stick the Kanban note to, 

therefore the cards transformed into sticky notes are placed on a Kanban board. On the 

notes the work tasks are written and thereafter put on the Kanban board. As can be seen 

in figure 2 a Kanban board is divided into columns named to do, in progress and done 

(Kniberg, 2011). Doing can be divided into sub-columns to make sure that bottlenecks 

are made visible. The done section in these sub-columns works as a buffer to make sure 

that bottlenecks always has something to do (Kniberg, 2011). Those done are waste so it 

is important to limit the amount of work that is considered finished considering design 

or development. This is made by putting a restriction of how many tasks that are allowed 

to be active at once (Kniberg, 2011). These restrictions connected with a flow through-

time helps to create the pull-system that the Kanban system was created for (Kniberg, 

2011). One benefit with using Kanban is that it limits the work in progress (WIP) and 

helps finishing products (Henderson & McAdam, 2001). 
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Figure 2: Kanban board 

2.3 Change  
According to Kotter (2012) change is inevitable in the world we live in today. Although 

change is not something new it is happening faster than before due to globalisation and 

technical development (Cockburn & Highsmith, 2001a). In the 21st century it is necessary 

to adapt the way we work and do business faster to fit into today’s globalised world. To 

be able to work in these constant changing times you need to be able to deal with lifelong 

learning and self-leadership (Kotter, 2012).  

There are two types of change according to Weick and Quinn (1999) which can be 

categorised into episodic change and continuous change. Episodic change is used to 

describe organisational changes that are "infrequent, discontinuous and intentional" 

(Weick & Quinn, 1999) and is also called strategic change (Pardo del Val & Martínez 

Fuentes, 2003). Continuous change on the other hand is "on-going, evolving and 

cumulative" (Weick & Quinn, 1999) and is also called evolutionary change (Pardo del Val 

& Martínez Fuentes, 2003). A Lean organisation is a typical example of an organisation in 

continuous change; the organisation is therefore built around the ideas of improvisation, 

translation and learning (Weick & Quinn, 1999).  

"An Agile team working within a rigid organisation has as difficult a time as Agile 

individuals working within a rigid team" (Cockburn & Highsmith, 2001a). 

With improvisation Weick and Quinn (1999) say that decisions are taken locally in small 

self-organising groups as the ones working with continuous improvement. 

Improvisational acts should occur so that the gap between planning, doing and evaluation 

narrows down (Weick & Quinn, 1999). With translation Weick and Quinn (1999) mean 

that ideas and visions are transformed into actions. Learning as a ground idea for 

continuous change is based on the idea that change is not just a replacement but could 

also strengthen already existing skills (Weick & Quinn, 1999). 

No matter what kind of organisational change, the terms sensegiving and sensemaking 

can be used to describe the initiation of strategic change (Gioia & Chittipeddi, 1991). 

Sensegiving is the process of asking why and answering that question. Sensemaking is 

To Do Done

Done Done

Doing

Design (4) Develop (5) Integrate(2) Test (2)
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the process of putting the why into a concrete idea and to execute it. Figure 3 below is a 

visualisation of their theory. 

 

 

Figure 3: Sensegiving and Sensemaking (Gioia & Chittipeddi, 1991)  

The four steps in Gioia and Chittipeddi (1991) model can be explained as that the 

envisioning phase is sensemaking in the way that an initiative is taken and the person or 

group which is starting the change is searching for a vision and strategy to start the 

changing process. In the signalling phase the vision and strategy is communicated to the 

group that will be affected by the change that is sensegiving. The first re-visioning phase 

is a process where input from the affected individuals will give some changes to the 

original vision so that the majority can accept it. In the energising phase, changes are 

being implemented and have to be accepted and evaluated. After that new goals are set 

and might change the vision a bit and the stages can be repeated (Gioia & Chittipeddi, 

1991). 

Savén (2014) model for improvements where he parts improvement into project and 

continuous improvements, can be compared to Kotter (2012) 8 step change process. The 

project improvement is a large effect in a short time period and it is easy to cross of things 

that have been improved. The continuous improvement on the other hand is seen as an 

active action where small actions are taken to keep the improvement on a steady pace 

where the effect is lower per time unit but high over a long period of time (Savén, 2014). 

The continuous improvements and project improvements should be a part of a 

systematically improvement for example an organisational change (Savén, 2014).  
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According to Kotter (2012) there is a strategy on how to implement change. His eight 

steps include the entire organisation and is a guide on how to avoid the most common 

pitfalls in a reorganisation. His last three steps can be compared to the iterative cycle in 

Gioia and Chittipeddi (1991) sensemaking and sensegiving process. The eight steps are 

explained in detail and compared to other theories after the numbered list below. 

The 8 steps are: 

1. Establishing a sense of urgency 

2. Creating a guiding coalition 

3. Developing a vision and strategy 

4. Communicating the vision and strategy 

5. Empowering employees for broad-based actions 

6. Generating short-term wins 

7. Consolidating gains and producing more change 

8. Anchoring new approaches in the culture (Kotter, 2012) 

Francis et al. (2003) also identifies step 1 as an important step to make a change 

successful. To create a true sense of urgency (step 1) you need to get rid of complacency. 

Complacency as Kotter (2012) explain it, comes from the absence of a major or a visible 

crisis by to many visible resources and too much happy talk from the management level. 

Other aspects that are relevant are low overall performance standards, lack of 

performance feedback from an external source and employees that focuses on narrow 

and functional goals as a consequence of the organisational structure. An internal 

measurement system that focuses on the wrong performance index and a kill-the-

messenger-of-bad-news company culture is bad for creating the urgency that is needed 

(Kotter, 2012). Urgency is good when it brings people out of their comfort zone and they 

need to change but with a moderate stress level that is manageable.  

Figure 4: Project improvements and continuous improvements (Savén, 2014) 
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The guiding coalition (step 2) is the engine of the reorganisation. According to Kotter 

(2012) the guiding coalition is a team with different types of members from different 

levels of the organisation. The team’s four key characteristics are: position power, 

expertise, credibility and leadership (Kotter, 2012). The coalition needs key players from 

different management levels, but also persons from different backgrounds at other levels 

of the organisation. The group needs to have a good reputation so that they will be taken 

seriously, and have good leaders so that they can operate the process of change. The 

group needs to be trusted by others in the organisation and have trust within the group 

to be able to work towards the unifying goal.  

For a change process to succeed you need a vision (step 3) (Kotter, 2012; Savén, 2014). 

Gill (2002) describes vision as a desired future state; it shows the direction that should 

be aimed for. The third step would be one of the sensegiving iterations (Gioia & 

Chittipeddi, 1991). Savén (2014) puts this into the two questions: why and how. This can 

be compared to the eight steps of creating strategic change that Kotter (2012) suggests 

as a successful way of executing change.  

The vision should be easy to understand and easy to remember so that it is possible to 

use and understand by workers in the different areas of the organisation. The vision 

should be appealing enough for you to change for the benefits that come with the new 

way of working. The vision needs to be imaginable, desirable, feasible, focused, flexible 

and communicable (Kotter, 2012).  

After a sensegiving phase a sensemaking phase starts and it is time to set the plan in 

action (Gioia & Chittipeddi, 1991). The strategy to communicate the vision is to make sure 

that it is talked about in many forums within the company and is being frequently 

repeated so that it becomes a part of the ways of planning, doing and evaluating work 

(Kotter, 2012). The management and guiding coalition needs to put the new way of 

working in action and address inconsistencies to make the vision believable. The 

feedback from employees is very important for the guiding coalition due to the fact that 

the details of the strategy and vision need to evolve during the whole process (Kotter, 

2012).  

“Without strategy for change, vision is a dream”(Gill, 2002). 

Empowering people is giving them the power to what needs to be done in the changing 

process (step 5). According to Poppendieck and Poppendieck (2013a) this is also 

something that enables a Lean environment. The employees that have the skills and 

knowledge should be the one making the decisions. Gill (2002) says that to empower staff 

you need to give them the knowledge, resources, skills, freedom and self-confidence so 

that they can be trusted and able to manage themselves. To empower workers, structural 

barriers need to be eliminated and a new structure and system needs to be created to 

align with the vision. With a sensible vision, training to acquire the right skills and 

attitudes together with a supporting supervisor, employees will be empowered to change 

(Kotter, 2012).  
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If a company is introducing change, the culture of the company is going to change but you 

still need to hold on to your values and adopt them to the companies’ values which are a 

guideline for the behaviour in the organisation. Trust is the glue in the organisation and 

comes from shared purpose, shared vision and shared values (Yemm, 2012). Leaders 

need to set the plan into action so that there is no gap between the theories they talk 

about and the way they practice (Gill, 2002).  

The short-term wins (step 6) make the transformation process visible, and in many cases 

the first goal is within 6 months from the start because the transformation process mostly 

take a few years’ time (Kotter, 2012). The reason these short-term wins are of importance 

is to make sure that managers stay on board and it helps fine-tune the vision and strategy. 

It also gives evidence to workers that it is worth sacrifices and gives the company a 

possibility to reward change agents and build up a momentum that convinces resistant 

people to join in (Kotter, 2012). To make sure that short-term wins actually are met, they 

need to be carefully planned so that decisions and actions on every level is in line with 

the goal and the urgency level is high enough so that complacency isn't an issue (Kotter, 

2012).  

In step 7 Kotter (2012) points out the importance of consolidating gains and not losing 

the sense of urgency although an enormous amount of change is done. More change is 

still needed to reach the vision. To obtain the transformation the company might need 

external people to help with the change and reduce unnecessary interdependencies for 

short- and long-term changes.  

Anchoring the change is the final step of the changing process (step 8), this step together 

with step 7 is in a learning organisation iterated over and over again. With anchoring the 

change Kotter (2012) says that the last thing to do is to alternate norms and shared 

values. This is where most organisations fail because they start with this step. The new 

approach will first sink in when the results show that the new way of working is superior 

to the old way. To validate the new practise verbal instructions, support and some key 

people in the organisation might need to be changed. The way promotion in the 

organisation is done needs to be in line with the new practise otherwise the old culture 

will reassert itself (Kotter, 2012).  

2.3.1 Resistance to change 
Coghlan (1993) says that the term resistance is labelled on members in an organisation 

that seem unwilling to accept or help implementation of change in the organisation, 

usually by the persons trying to promote the change. The term resistance is broadly used 

and can be categorised into more detailed definitions.  

Resistance has long time been seen as something bad for the change process, the 

resistance introduces additional "delays, costs and instabilities into the process of strategic 

change"(Waddell & Sohal, 1998). Resistance can also be considered as something good 

that initiates learning, this since it brings up problematic areas to the surface and 

therefore make the transformation process more visible since it gives information that 
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can be learnt from (Pardo del Val & Martínez Fuentes, 2003). Therefore "resistance to 

change is a key topic in change management" (Pardo del Val & Martínez Fuentes, 2003) 

and used wisely the resistance can help the transformation process (Waddell & Sohal, 

1998). Common reasons for resistance to change are: the feeling of losing something 

valuable (Kotter & Schlesinger, 2008), misunderstanding of the purpose of the change 

(Kotter & Schlesinger, 2008; Pardo del Val & Martínez Fuentes, 2003), a thought that the 

change does not fit the organisation (Kotter & Schlesinger, 2008; Pardo del Val & Martínez 

Fuentes, 2003) and that the tolerance for change is low (Kotter & Schlesinger, 2008). 

Pardo del Val and Martínez Fuentes (2003) found in a study that one of the most common 

sources of resistance to change is created by the existence of deeply rooted values that 

collide with the new values of the reorganisation. 

It is important for the person or organisation that is in charge of the changing process to 

find out which types of resistance that might occur and treat the resistance differently 

depending on what kind of resistance it is (Kotter & Schlesinger, 2008). Pardo del Val and 

Martínez Fuentes (2003) conclude that the resistance to change is larger when the change 

can be called strategic or episodically than if it is a continuous change. To overcome the 

resistance there is a need to give the resisters information about why there is a need for 

change in the organisation and encourage them to participate in the design of 

implementation so that the resistance decreases (Kotter & Schlesinger, 2008). Waddell 

and Sohal (1998) conclude "involvement in the learning, planning and implementation 

stages of a change process significantly influences commitment to change and apparently 

lowers resistance". Resistance is useful in a changing process because it can represent 

perspectives that the managers might have missed in their plan or start with when 

implementing the change. Resistance is one of the most effective responses and should 

be used constructively to help to create a purpose for the change (Waddell & Sohal, 1998).   

2.4 Group dynamic and group processes 
A group is a number of people that communicate and have something in common. A group 

is defined by relationships, norms and roles (Svedberg, 2012). There are different levels 

of shared outcomes and purposes and the amount of independencies creates the 

differences between a person, a group and a team (Yemm, 2012). A single individual has 

no shared purposes, outcomes and interdependencies compared to individuals in a team. 

A group on the other hand has more shared outcomes, purposes and amount of 

interdependencies (Yemm, 2012).  

One difference between a group and a team is that a team is a small number of people, 

while a group does not have a limit of members. Yemm (2012) says that maximum size 

of a team is 12 people and has complementary skills, they work together to reach a 

common purpose. An important factor for team success is that they are collectively 

accountable for the work that they produce and have a shared vision to strive towards 

(Ohlsson, 2013; Yemm, 2012).  
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To become a team every group goes through a group dynamic process (Svedberg, 2012; 

Yemm, 2012). Svedberg (2012) presents two of the most common theories about group 

evolvement, Schultz’ Fundamental Interpersonal Relationship Orientation model, FIRO 

and Tuckman's sequential model. The idea of the FIRO model is that a new group goes 

through three phases and every time someone leaves or enters the group the process 

restarts. The three phases are called inclusion, control and openness. Between the 

inclusion and control phase and control and openness phase the group operates in a 

stable state (Svedberg, 2012). 

 

Figure 5: FIRO-model (Svedberg, 2012) 

Both Svedberg (2012) and Yemm (2012) talk about Tuckman’s four stages, which later 

became five. The stages are called forming, storming, norming, performing and eventually 

reaches a fifth step called disintegrating or adjourning when the team is being dissolved 

(Yemm, 2012).  

 

Figure 6: Tuckman’s sequential model (Yemm, 2012) 

These theories agree upon that the evolvement of a group is a process with different 

stages where the group members become closer or in worst-case scenario fail to become 

a team. The difference is that the FIRO-model is a iterative cyclic model and will be 

repeated as long as the group is working together (Svedberg, 2012). The group dynamic 

is according to the model modified for every iteration. Tuckman's model is sequential and 
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the group is taking it step by step to reach a good group dynamic.  A group can according 

to the model get stuck in a phase for a long time or even get so stuck that they never reach 

the performing step, the reason for this is commonly a leader that blocks the evolvement 

of the group (Yemm, 2012). 

When a group is deliberating and working together to reach a decision there is a risk of 

failing if they are not aware of the social norms and behaviours (Sunstein & Hastie, 2015). 

If a group’s cohesion or the pressure of following the group’s norms get to strong it could lead 

to the phenomenon of groupthink. Groupthink is described as a destructive group process 

where the group tend to toward censorship and uniformity (Ohlsson, 2013; Sunstein & 

Hastie, 2015). Groupthink is a consequence of group deliberation and not because of 

absence of deliberation (Sunstein & Hastie, 2015) or a consequence of a convergent 

dialogue (Ohlsson, 2013). Cockburn and Highsmith (2001a) point out that teams with 

good communication and interactions are able to operate at a noticeably higher level than 

when they work on individual level.   

The ideal state is that a group evolves from groupthink to teamthink. Teamthink is a 

constructive process where the different opinions of the group are taken into 

consideration, they have a positive attitude and help the team solve difficult problems 

(Ohlsson, 2013). A heterogenic group has great potential for teamthink since different 

opinions meet awareness of the group's problems increases and the team learning also 

benefits (Ohlsson, 2013). Communication in a group is dialogue and can be divided into 

two different categories, divergent and convergent dialogue (Ohlsson, 2013). A divergent 

dialogue is where the talking gives the participants in the conversation opportunities to 

diverge from their personal presuppositions in order to connect to others (Ohlsson, 

2013). A convergent dialogue on the other hand is described as a conversation where the 

participants works on finding a solution to a problem but without incorporating external 

input (Ohlsson, 2013).The divergent dialog is a vital part of teamthink (Ohlsson, 2013).  

2.5 Leadership  
Howell and Costley (2001) describes leadership as a process that is used by an individual 

to affect group members to achieve a group goal, where the group members see the 

affection as legitimate.  Francis et al. (2003), Gill (2002) and Kotter (2012) agree that to 

succeed with a change both management and leadership are needed, though leadership 

is the key factor for success. Gill (2002) means that for successful change an interactive 

model of leadership is needed and the leader needs to be able to deal with vision, values, 

strategy, empowerment and motivation and inspiration. Poppendieck and Poppendieck 

(2013b) say that leadership is a necessary tool for Agile Project Managers. Managing a 

transformation is confronting the extremes which means that the requirements from the 

management changes over time (Francis et al., 2003). Svedberg (2012) introduces the 

term strategic leadership, he means that it constitutes of analysing how the company is 

today and what it could develop into in the future. To see strategic change as an ongoing 

and long term learning process and also the execution of strategic changes builds on 
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collaboration between the involved stakeholders. This kind of leadership fits well with 

the Lean thinking, “to plan for the unexpected instead for the expected” (Svedberg, 2012). 

For an evolving organisation where learning and continuous improvements are vital it 

could be good to use a leadership that adapts to the different phases. (Svedberg, 2012) 

call this kind of leadership situational and describes it as it is performed in at the border 

between the dimension of relations and the task dimension. Situational leadership is a 

leadership where the maturity of the group and maturity to take on different types of 

tasks affects the way the leader leads the group (Svedberg, 2012).  

  

Figure 7: Situational leadership (Svedberg, 2012) 

According to (Svedberg, 2012) this relates to the age of the group and the abilities of the 

group, this can be compared to Tuckman’s theory of group evolvement and the FIRO 

model where they illustrate the phases that the group goes through. Yemm (2012) also 

compares and points out the importance off the situational leadership with how to handle 

the group in every stage of Tuckman’s group evolvement theory. 

To be a good leader you need to give, have and help others with conditions, capability and 

attitude (Savén, 2014). The five steps that you iterate over to lead the organisation is 

grounding, visualise, see, challenge and build (Savén, 2014). These steps are the building 

stones of leadership for a Lean organisation. To lead  a change you can use Savén (2014) 

theory about seeing the person, seeing the game and seeing the root cause to be able to 

ask the right questions and giving accurate feedback.  

Savén (2014) says that a leader needs to build the team, create flow and structure with 

pulse. The leadership manager focuses on both relationships and result; he/she does it 

through contributions and care. This type of manager is the ideal type because he/she is 

on the border between the group and the surrounding world. The manager needs to care 

about the process that creates customer value as well as the value stream that creates the 

product the customer needs. Continuous improvement and good discussions are vital 

parts of creating a team that grows together and evolves during its lifetime. The three 
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leadership contributions to the team are: strengthening the conditions, strengthen the 

ability and thirdly strengthen the attitudes (Savén, 2014). If the team is grounded in their 

mission and vision it is possible to create long and short-term goals to aim for. The team 

also needs to be grounded, which means to understand and accept the values and 

principles that create the tools on how to solve the problems and reach the goals so that 

the team has a common aim. The leader/manager needs to visualise him-/herself, the 

system and the expectations and deviations and make clear what the consequences are 

when a deviation is noticed. In the model Johari’s window (Savén, 2014),the field where 

we can meet is where things are known for me and for others. The smaller the field of my 

façade, my blind spot and my unknown field is, the easier it gets to lead the team.  

 

Figure 8: Johari's window (Savén, 2014) 

Being open, sharing who you are and your knowledge and being open with what you 

know and do not know and your mistakes the more open and honest the team becomes. 

Savén (2014) points out that courageous leadership is about expanding your comfort- 

and learning zones, both for you and your team. By doing this you can challenge 

individuals and the team to develop (Savén, 2014).  

The development zones that the leader and team members have are the comfort zone, the 

learning zone and the danger zone and through challenging people’s abilities and 

attitudes in a safe way you can expand their comfort- and learning zones (Savén, 2014). 

According to Savén (2014) there are different types of actions that occur in each 

development zone. In the comfort zone you say and do things that are comfortable and 

expected and in line with earlier things said and done. In the learning zone you try to say 

and do things you have not done before but you feel comfortable with doing. In the danger 

zone there are situations that you avoid because they make you feel uncomfortable or 

scared. To be able to expand the comfort- and learning zones the leader needs to reward 
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and eliminate threats (Savén, 2014). Through feedback and confirmation individuals feel 

safer to try new things and explore new ways of working (Savén, 2014). Feedback is any 

type of communication which gives the person information about how they affect others 

(Yemm, 2012).  

 

Figure 9: Development zones (Savén, 2014) 

Savén (2014) points out the importance of that a leader needs to ask the right questions 

to coach a team. Through asking questions like why and how a team can be guided to find 

their own method and ways of working to solve a problem. If a coaching session is based 

on why and how questions it is important to settle who does what and who is responsible 

for what part (Savén, 2014). This is a kind of coaching because it is allows the person to 

grow and develop (Yemm, 2012). 

Savén (2014) emphasises the importance of having a basic level of understanding and 

from their work in small iterations towards the long-time goal. The short iterations are 

made to make sure that safety, quality, time planning and costs are within the set limit.  

2.5.1 Feedback 
As a leader you need to give feedback to and receive feedback from both the people you 

lead and your management above. Feedback is important since it brings awareness, 

choice and decision to help people clarify and explore their behaviours (Yemm, 2012). 

Yemm (2012) points out that it also helps to identify ways to manage team members in 

other ways than before. As a leader you need to be aware of the way you give feedback so 

that it is constructive and possible to take in (Yemm, 2012). In the start of a new team the 

feeling of cohesion is increased if the Team Leader gives positive feedback by for example 

rewarding the right behaviour instead of punishing bad behaviour (Wheeland, 2013). 

Savén (2014) says that a leader has to ask how and why to help the individual to explore 

her way of acting and working and to find ways to change that behaviour and attitude.  

According to Savén (2014) attitude, conditions and expectations are the three pillars 

which have to be worked on to get a good environment for feedback and have to be 
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defined by the manager for each team or project but also supervised and controlled by 

consequences when not followed.   

When giving feedback there are several tools and methods to use as a way to remember 

to give feedback in a way that is helpful to the receiver. We focused on two methods called 

two stars and a wish and the sandwich method, also called the hamburger method. Two 

stars and a wish uses the technique of at least two positive feedback followed by one 

aspect to develop or improve (Jones, 2005). The sandwich method is parted in three, 

where you first give a compliment followed by criticism and ends with a compliment (Von 

Bergen, Bressler, & Campbell, 2014). Both techniques are using the model of more 

positive than negative feedback, but with the sandwich method the message can be 

confusing for the receiver since the negative feedback is tucked in between two positive 

feedbacks which can lead to confusion about the importance to change or develop (Von 

Bergen et al., 2014). In the model two stars and a wish the wish is received at the end and 

will therefore be the focus point of the discussion. Jones (2005) recommends the model 

two stars and a wish for peer assessment, which at Saab is colleague assessment, and for 

leadership assessment.  

  



22 
 

  



23 
 

3 Method  
In this section we will present the methods used to execute and evaluate our study. 

3.1 Introduction 
This thesis is the result of matching interests between Saab and us. During the late 

autumn of 2014 the first initial contact was made and an idea formed that we would like 

to be involved in the implementation of Lean at Saab. One condition from Saab was that 

we would do some form of continuous work during our 20 weeks at Saab. They wanted 

continuous results from the work done and an evaluation in the end to go over the results 

and a proposal on how to continue the work in the future. We started, in the beginning of 

January, with an introductory literature study on Lean and Lean software development.  

The literature study in addition to the conditions from Saab and some initial brief 

interviews with various people in one of the Divisions resulted in the idea of performing 

four workshops on the theme leadership for change. The workshops together with 

interviews, observations, a study visit and questionnaires are then the material that we 

analyse and use to help to answer our thesis question. 

3.2 Execution of study 

 

Figure 10: Work flow 

This thesis has been based on our study of a pilot group on the topic leadership for 

change. The management teams of two Divisions at the C2S unit selected the persons 

taking part in our study. The members of the pilot group were chosen based on previous 

interest in Lean and were thought to benefit from our work. The pilot group consisted of 

four Project Managers and two Team Leaders originating from two of the C2S Divisions. 

A Project Manager is a position in charge for a whole project, including financial 

responsibilities while a Team Leader is in charge for part of a project and a team, usually 

no financial responsibilities or customer contact. 

The study consists of a pre-study where the members of the pilot group were 

interviewed, four workshops and a study visit to Saab Aeronautic ending with a 

questionnaire after a Lean software development workshop. The workshops we held 

were divided under the following topics: 

 Workshop 1: Visual planning 

 Workshop 2: Feedback 

 Workshop 3: Leadership and management 

 Workshop 4: Retrospective on study visit and previous workshops 
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The decision to choose these topics were a consequence of insights reading the literature 

about Lean, leadership and change connected with the discussion we had with our 

mentor and the management team. We chose the order of the workshop as presented 

above since we thought a hands on approach for the first workshop would help bring the 

pilot group together and open up for divergent discussions at the following workshops. 

An initial study visit to Saab Aeronautics and a discussion on the topic with the author of 

a book on leadership helped defining the outline of our study. This initial study visit 

resulted in that we added a study visit for the pilot group to the Aeronautics business area 

to see how they work with the Scrum method. In the time between the workshops a few 

observations and an interview with a team was made. After the four workshops, held by 

us, an initial questionnaire was sent out to the participants of the Lean software 

development workshop. From here on always called LSD workshop. After the LSD 

workshop a large questionnaire was sent out to the participants plus all project and team 

members linked to the pilot group. Finally individual interviews were held with the 

members of the pilot group. 

Before the first workshop a pre-study was conducted to get to know the members in the 

pilot group and the current situation in their teams/projects. The pre-study consisted of 

a visit to each member of the pilot group. A brief introduction of our study and us were 

made and then the pilot group member's daily stand-up meeting was observed. In those 

cases were no on-going visual planning was used, a short interview with that project- or 

Team Leader was made to find out how they previously have used it. A first introduction 

meeting was then held with the pilot group. A short introduction about our study, our 

academic background and ourselves was made. The information from the individual 

meetings together with information gathered during a study visit to Saab Aeronautics in 

Linköping and another project at Saab's business area Electronic Defence Systems, EDS, 

in Järfälla has been used in the planning of the first workshop on visual planning. The 

visual planning they used were used as an example at the first workshop, see appendix 

A1.  

The workshops have been conducted over a time span of 45 days. A rough plan was made 

before each workshop with that workshop's theme, previous workshops and/or 

interviews as foundation to tailor the content to fit the pilot group. Each workshop 

contained discussion points and some questions were prepared to follow up the 

discussions. A few tasks or problems were formulated to activate the pilot group and to 

use their problems as discussion points. Each workshop has been about one hour long 

and a plan of each workshop can be found in appendix A1-4.  

After the first workshop on visual planning a few qualitative observations were made on 

daily stand-up meetings linked to the visual planning. In the study focus has been on the 

pilot group’s perceptions and behaviours together with how the pilot group's project and 

teams have perceived the workshops. 

A study visit to Saab Aeronautic was also made between the third and fourth workshop.  

It was not planned in the beginning of the study but was decided after an earlier visit to 
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Saab Aeronautics, since we thought that the pilot group and the rest of the C2S could 

benefit from seeing how they work with the method Scrum and visual planning.  

After the four workshops held by us, a two day workshop on the topic Lean Software 

Development, LSD was held by Mary and Tom Poppendieck. In this workshop our pilot 

group participated together with their individual teams/projects but also teams and 

project not connected to our pilot group took part in the workshop. In total 94 people 

participated in the workshop where methods of software development in an Agile 

environment were discussed. Half of the participants of the LSD workshop were linked to 

the pilot group. 

Two questionnaires were sent out to all the participants in the LSD workshop both before 

and after. Finally qualitative interviews were made with the pilot group. We have also 

mentioned to the pilot group that they are welcome to contact us and discuss anything 

with us, they have used the opportunity at a few occasions. 

3.3 The qualitative research process 
A qualitative method is an interpretative technique that seeks to describe, decode, 

translate and otherwise tries to come to the meaning, not the frequency of more or less 

naturally occurring phenomena in the social world (Easterby-Smith, Thorpe, & Lowe, 

2002). 

We have chosen three qualitative research methods: workshop, observation and 

interview. They have been selected since we believe that it fits our study and gives the 

opportunity to obtain answers to our questions. We chose observation because it gives 

an opportunity to follow the work in the teams and projects without directly interfering 

with their work. The workshop method were chosen since it gives the opportunity to both 

observe and influence the pilot group on some topics and to continuously deliver results 

which was demanded by Saab. Interviews were made with members of the pilot group 

and in one case a team to learn more about their thoughts about their work process.  

The information gathered while observing and interviewing were in the form of field 

notes such as keywords, drawings and sentences. No video or audio recording was 

allowed, due to company safety regulations.  

3.3.1 Workshop 
Puchta and Potter (2004) describe a focus group as a method that contains at least the 

two following core elements 

 A trained moderator who sets the stage with prepared questions or an interview 

guide 

 The goal of eliciting participants´ feelings, attitudes and perceptions about a 

selected topic  

According to Puchta and Potter (2004) a focus group can be used with the intention to 

empower and to foster social change by using a focus group for participation- and action 
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research. Easterby-Smith et al. (2002) describes action research as a research method 

that does not try to maintain a distance between the researcher and the subject of 

interest, the aim is usually to have a direct impact on the research subjects, which is 

commonly done by working with individuals or with small groups. Action research is just 

as much a learning situation as an observation, using situations taken from the 

environment of the research subjects and those situations are then discussed regularly 

(Easterby-Smith et al., 2002). Action research is not used as much as it could be and a 

critique point is that the researcher gets too involved and therefore has to flip between 

closeness and distance to get the access to the data (Gummesson, 2003). Action research 

can be done both in real time but also in a retrospective way where the involved persons 

can reflect over past events and tie together with theories (Gummesson, 2003). 

The focus group method can be related to the method that we call workshop. The 

workshops contain a moderator and a pilot group that are subjected to prepared 

questions and topics in the purpose of finding out what the attitudes and feelings are 

about the subject. For each workshop a specific topic has been chosen in advance and 

then a discussion is held around that topic, a so called task-oriented activity (Puchta & 

Potter, 2004). The discussion is thereafter the ground for "shared understanding, 

increased knowledge and professional growth" to benefit team learning (Ohlsson, 2013). 

Team based learning is dependent on social interactions including communication, 

collaboration, relational synergy and a shared understanding and vision (Ohlsson, 2013). 

Pardo del Val and Martínez Fuentes (2003) point out that learning and training is 

important to surpass difficulties in communication and resistance to change. That is why 

the workshops are planned with open-end questions as ground for discussion and 

reflection. Waddell and Sohal (1998) mentions "that involvement in the learning, planning 

and implementation stages of a change process significantly influences commitment to 

change and apparently lowers resistance". At the workshop we have functioned as a 

moderator of the discussion and we have also chosen the topic that is to be discussed. As 

moderators our role has been parted into both teaching and coaching leaders. This 

moderating of the discussions together with observing classifies workshop as a kind of 

active observation (Holme & Krohn Solvang, 2008).   

3.3.2 Observation 
We have chosen open observation as method, where the participants know who we are 

and have accepted us as observers (Holme & Krohn Solvang, 2008). At the daily stand-

ups the observation has been done by passively observing the groups way of interacting, 

but without leading the group and only one of us participating each time (Holme & Krohn 

Solvang, 2008). This is in contrast to the active observation we do during the workshops. 

The reason why we chose observation as a method was to see if and how the members of 

the pilot group were applying their new knowledge into their daily work and in their daily 

stand-up meetings.  
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3.3.3 Interview 
Interviews were chosen as a method because they are an aid to help understand:  

 “How individuals construct the reality of their situation formed from the complex personal 

framework of beliefs and values that they have developed over their lives in order to help 

explain and predict events in their world” (Easterby-Smith et al., 2002). 

The interviews are in this case as Kullberg (2004) mentions, a continuation of earlier 

conversations and discussions between the members of the pilot group. The interviews 

have been qualitative with open-end questions as a guidance through the interviews to 

help us capture the thoughts and experience from each member of the pilot group (Holme 

& Krohn Solvang, 2008). The interviews have been structured around a few questions 

and the time set for each interview has been about one hour. Each interview has been 

conducted with a member of the pilot group together with one of us, with the goal of 

making the situation less formal and to create a comfortable setting for the person being 

interviewed. The benefit of executing the interviews with only one researcher present, is 

that it puts the interviewed person in a less exposed position compared to the interviewer 

than if two researchers were attending (Kullberg, 2004). It is important to perform an 

interview in an neutral environment, where the interviewer and the interviewed feel 

equally comfortable, otherwise the risk is to get an unbalance which can affect the 

outcome of the interview (Kullberg, 2004). Therefore the interviews were conducted in 

a conference room, which could be considered a neutral setting. 

The interviews can be categorised as semi-structured interviews since the same set of 

questions has been used in all interviews, but the presentation of the questions have been 

adjusted to fit each interview and the interviewed has been allowed to answer with their 

own words (Matthews & Ross, 2010).The semi-structured interview fits well since thier 

experiences, behaviour and understandings are important when it comes to 

understanding their view on participating in the pilot group and how the Lean 

implementation is working. The semi-structured interview fits well with the goal to 

evaluate the outcome of the pilot group (Matthews & Ross, 2010). 

3.4 The quantitative research process 
The quantitative way of collecting data gives an overall view of the progress of the team- 

and project members. 

3.4.1 Questionnaires 
Two questionnaires were made. The first one was sent out to all participants of the LSD 

workshop and the second one to all the participants of the LSD workshop plus all the 

employees linked to the pilot group. The first one was sent out just before LSD workshop 

and the second one just after the LSD workshop. By choosing to do two questionnaires 

we hoped to receive data to find out if any differences in perceptions about Lean could be 

found before and after the LSD workshop. The purpose of the first questionnaire was that 

it together with the same part from the second questionnaire would show the outcome of 
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the LSD workshop. Comparing the results from before and after makes it possible to draw 

qualitative conclusions from quantitative data (Holme & Krohn Solvang, 2008). The first 

questionnaire was covering the topic Lean. The second questionnaire was covering the 

area of feedback, leadership, Lean and visual planning in addition to an evaluation of the 

LSD workshop. 

We have chosen questions with scale estimation where the participants have to rank each 

statement or question according to their experience together with questions where they 

are asked to grade the importance of some categories (Holme & Krohn Solvang, 2008). 

3.5 Method statements 
To evaluate the quality of a study there are three criteria’s that need to be considered; 

validity, generality and reliability (Gummesson, 2003). Since this is a field study we have 

to consider that we might have projected the theories on the situation and therefore 

observed what we wanted instead of comparing the data with the theory and literature 

read (Gummesson, 2003). Gummesson (2003) points out that the quantity of data 

collected is the strength in a field study but should not be reduced, instead it should be 

condensed into a more compact form to keep the richness. 

Since the study has been carried out within a limited time period, the results may not be 

completely reliable.  

3.5.1 Validity and Generality 
In case study research validity is a term which investigates if the researcher has captured 

the phenomenon that is going to be measured (Gummesson, 2003; Kullberg, 2004). If 

there is a lack of validity in the research process there can be faulty assumptions made 

about affecting factors (Yin, 2007). The validation is therefore extremely important when 

analysing the results to the theory. Validity is a broad term which can be parted in to 

concept validity, internal validity and external validity (Yin, 2007).  

Conceptual validity is used during the data collection and summary part of the study and 

to pass the criteria you need to use several sources for data and statements and formulate 

a chain of proof (Yin, 2007). The conceptual validity in this study can be seen as high since 

many different sources has been used to make the analysis and to draw the conclusion. A 

few specific questions have been asked and the answers reflect the questions. 

The interviews are an important part of the study. According to Yin (2007) there is a risk 

that the respondant answer the way the researcher wants which leeds to a lop-sided 

communication and reflexivity. To try to avoid the phenomenon we will use alternative 

sources as direct and particpated observations which is recommended by Yin (2007). The 

compartion of multiple sources will help us to strengthen the information we get (Yin, 

2007).  

Since the study is a case study the internal validity is important, the internal validity 

comes from matching patterns and using logical models as a way of drawing conclusions 
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(Yin, 2007). To reach internal validity it is important to compare the result with opposite 

theories and explanations (Yin, 2007). 

External validity or generality points on that the results of the study should be able to use 

for analysing other studies (Yin, 2007). In this study the external validity is hard to reach 

since only one company has been observed, so in the case of projecting the results to 

other companies a problem occurs. Generality can be difficult to achieve in a case study, 

however through repeated case studies on the same topics but with different cases, the 

generality can be strengthened (Yin, 2007).   

3.5.2 Reliability 
Reliability is the criteria which suggest that the same conclusion will be made if another 

scientist would repeat the same study (Yin, 2007). A case study is complex and impossible 

to redo, however the reliability can be strengthened through detailed documentation of 

the execution so that a person not involved in the study can understand (Gummesson, 

2003). Therefore a complete documentation of all workshops and interviews exists so 

another researcher could use the same material for analysis. To strengthen the reliability 

of a case study interviews and the like can be recorded, however due to safety regulations 

at Saab there was no possibility to do so. The same study would be possible to do, the 

same questions could be asked again however the outcome would probably be different 

since it is a case study that is occurring in the start-up phase of an organisational 

transformation. 

3.6 Source criticism 
According to Alvesson and Sköldberg (1994) a source is a reflection of a past event 

recorded in some way and has leaved traces behind. It is not possible to overlook sources, 

if not the phenomenon is directly observed, but needs to be criticaly audited. In our study 

we will look at three types of sources and those are: documents, interview and direct 

observations, participated observations (Gummesson, 2003; Yin, 2007).  
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4 Execution and Results 
In this section the results of our study is presented.  

4.1 Introduction  
The data collected in the study has been summarised and is going to be presented in a 

way that shows the differences between the pilot group members as well as the overall 

progress. The part of the study that consisted of workshops has been summarised in a 

way that both presents our collected observations of the meetings, furthermore the 

summary consist of what actually happened during the workshops. The data has been 

collected in both a qualitative way as well as a quantitative way to be able to compare the 

effects that our study has had on the pilot group compared to project groups that were 

not part of this study, this to be able to see if any differences between those groups exists.  

4.2 Overall progress 
At our arrival to Saab in the end of January 2015 it was unclear to the employees at the 

two Divisions what the purpose of the new organisation were. The old compared to what 

they want to change in the new organisation is to get rid of unnecessary bureaucracy, 

create an environment where feedback is given and employees work together instead of 

standing in their way. Many employees at the Divisions expressed feelings that the 

organisation had not changed at all. It was clear that the Divisions' long time goal was to 

work according to Lean. The short-term wins were however unclear to the employees 

and they said that the change was not visible or communicated, they felt that no changes 

had been made at the beginning of the study. At this time the resistance towards the new 

organisation was quite noticeable in the way people small talked at breaks and in the 

corridors. 

The bureaucratic processes that control finances, allocate resources and demand 

documentation have kept both management and employees from improving their way of 

working. These factors are dependent on management levels higher up in the hierarchy, 

therefore it have limited the implementation of lean in the two Divisions.  

Over the time of the study the Management Teams have started creating short-term goals 

to work towards. The study visit to Linköping resulted in a communicated vision and a 

strategy forward. And they have for example started with a monthly Scrum inspired cycle 

in some new projects that function as pilot projects. They have created a retrospective 

meeting at the end of the cycle to help with continuous improvement and create a better 

flow and the path forward was show in a presentation by one of the Managers at one of 

the Divisions. In the presentation he clarified the direction and which factors to focus on 

to continue on the Lean path. He also pointed out that there is a freedom for the 

employees to form their own way of doing Lean implementations in the teams and 

projects. There will not be any detailed plans from the Management Team, the projects 

and teams have a freedom to make their own decisions on what to focus on. 
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4.3 Workshops 
The focus on leadership for a Lean and Agile workplace was addressed via four specific 

topics that met the Management Teams’ demand on continuous contribution to the 

organisation.  

4.3.1 Workshop 1 - Visual planning 
The first workshop focused on visual planning as a way of supporting the work according 

to key factors of Lean work. Focus was on the advantages and disadvantages of different 

kinds of visual planning. The pilot group described how they worked with visual planning 

at the time (beginning of March). Thereafter they commented on the benefits and 

disadvantages of their own visual aid.  A brief introduction was made on the Lean/Agile 

methods Kanban, Scrum and different combinations of these two methods. In the end the 

pilot group made a plan on how they wanted to change their visual planning according to 

what had been discussed at the workshop. A plan of the workshop can be found in 

Appendix A1 

The impressions that we received from this first workshop where that the pilot group 

found the topic interesting and easy to talk about. The pilot group had a lot of thoughts 

and experiences on visual planning and the daily stand-up connected to share with each 

other. They also asked questions to each other and the discussion was easy going and our 

role were mostly to just observe, ask follow-up questions to clarify and make sure that 

everybody got their time to speak. 

4.3.2 Workshop 2 - Feedback 
The second workshop was conducted with the pilot group about one week after the first 

workshop. Only four members out of six could attend, the rest got a briefing after the 

workshop. Questions that were discussed were: What is the purpose of giving feedback? 

How can you adapt the feedback to get different reactions from the recipient? What 

methods do exist on how to deliver feedback? How can feedback help the work in a team 

in a Lean/Agile environment? A few situational examples were made on feedback, 

presented in both bad and good ways to give the focus group some discussion points. The 

execution plan can be found in Appendix A2. 

The topic of feedback was not as hands on as the topic visual planning and therefore 

harder to talk about. The discussion at the workshop was poor and many questions had 

to be asked to bring the discussion forward. The pilot group liked the video Austin’s 

butterfly (Berger, 2012) and found it inspiring to see how feedback could be used to 

always aim for a better version, a link to the film can be found in appendix A2. The 

discussion following the film was that the kids in the video are not perfect at giving 

feedback but that the spirit of the children was inspiring.  Furthermore the pilot group 

discussed the importance on designing the feedback especially for the person that 

receives it, it has to be tailored to the receiver. The talk about when and how to give 

feedback was difficult and some found it difficult to identify badly presented feedback as 

feedback. 
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Two separate discussions were made with the two missing managers because of their 

absence at the scheduled workshop. Compared to the other workshop participants, 

Project Manager 3 had a lot more experience than the rest of the group on the topic 

feedback because of his knowledge and use of feedback in his daily work.  

4.3.3 Workshop 3 - Leadership and management 
The aim with the workshop was to clarify the difference between leading and managing 

a team or project and make the pilot group reflect on their way of working. Firstly, a 

discussion about what parts a project contains of and what tasks they divide their time to 

were held. One thing that stood out was that the pilot group spent little time on gathering 

and spreading information. Furthermore, a discussion about ways of keeping information 

in the projects and teams flowing and how to make sure that team and project members 

got the right support. Since the key of a successful reorganisation lies within an active 

leadership (Francis et al., 2003; Gill, 2002; Kotter, 2012), the talk was focused on the 

importance of being a leader for their teams and projects. The execution plan can be 

found in Appendix A3.  

During the workshop most of the questions were on the subject of leadership and how it 

related to the reorganisation. The insight on their part was that they were allowed from 

management level to try different approaches to implement Lean and Agile and that their 

own initiatives are welcomed. The pilot group wanted more reading suggestions to Savén 

(2014) book Ledarstegen which they received between the second and third workshop. 

Only a few of the members had read the reading suggestions that were given to them in 

advance of the third workshop, therefore the discussion about the book was left out. The 

topic on leadership and management seemed to be more difficult to discuss than the 

previous topics. The time limit of one hour was far too short and that resulted in problems 

in trying to dig deeper in to some parts of the leadership aspect, like methods of how to 

lead their teams and projects in a way that supported the Lean and Agile vision.  

4.3.4 Workshop 4 - Retrospective 
The fourth workshop was held around two weeks after a study visit to Saab’s business 

area Aeronautics in Linköping. The main focus of the workshop was evaluation, both of 

the study visit and of the previous workshops. The workshop was held two times to 

enable all members of the pilot group to participate, the first session with four members 

and the second session with the remaining two members. An execution plan can be found 

in appendix A4. The workshop was a combination of real time action research and 

retrospective action research (Gummesson, 2003) which was preferred since they had 

been to Linköping for a study visit and we wanted to tie their experiences to their own 

situation.  

The initial discussion was about what they experienced at the study visit to Linköping 

and what impression they got on how the employees in Linköping work with Scrum as a 

Lean methodology. Team Leader 2 said that he brings back the conclusion that his team 

together with the whole team needs to start prioritising work tasks. This so the workflow 
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is constant and that the team does not get pulled away to work with different tasks other 

than the ones planned. Several of the members of the pilot group mentioned that they 

need to work more with retrospective evaluations meetings to keep improving the way 

they work. Since the Lean manager from Aeronautics that led the study visit is 

responsible for presenting how the Aeronautics works with Scrum to visitors as well as 

helping dysfunctional teams to become functional a brief introduction of the FIRO- model 

and Tuckman´s sequential model was presented to the pilot group to explain the stages 

and processes a team goes through (Svedberg, 2012). 

Finally an evaluation exercise was made, a printed workshop plan of all the workshops 

was put up on a wall and then the pilot group was asked to put comments on colour coded 

post-it notes on each plan as a way to give feedback on each workshop. The general 

comment was that it had been good to come together and have a forum to discuss topics 

that sometimes get forgotten in the daily work.  One member of the pilot group found it 

“interesting and worth discussing” and another said that the workshops had “added 

energy” and that they contained a good structure and held good discussions. Project 

Manager 3 said that the workshops and the study visit have been good but the topics and 

the purpose of him participating had felt a little bit odd for him sometimes. This because 

he is currently not in a leading position and therefore do not have the authority to 

implement the tools and methods that were talked about in his project since. A general 

comment was that they think that an evaluation should have been made after each 

workshop instead of in the end of the final one because time makes people forget the 

details of what was discussed.  

The feedback on workshop one was that it was good to bring up the benefits of the use of 

visual planning and different kinds of visual planning. One Project Manager wrote that "it 

has given me ideas on how to plan, execute and follow up on projects".  Another wrote that 

it was good to be introduced to such a simple tool to be able to visualise priorities and 

what work that should be done, this instead of complicated computer based systems. The 

feedback on the second workshop was that it was good that the topic feedback was 

brought up for discussion and that the methods brought up have been useful in their 

work. One comment was that the workshop could have been more specific with a small 

exercise or something more hands on to use back in their team/project. A few of the 

members of the pilot group thought that both the second and the third workshop should 

have had more time allocated. The feedback specific for the third workshop is that it was 

good to reflect on how you are as a leader and what you spend your time on during a 

workday. 

The feedback concerning the study visit to Saab Aeronautics in Linköping was that it was 

good to see how they work and that it gave a lot of ideas on how to work. One word that 

three members of the pilot group used was inspiring. 



35 
 

4.4 Study visit 
A study visit to Saab Aeronautics location in Linköping was conducted between the third 

and the fourth workshop. Participating in the study visit were the pilot group and four 

members of the Management Team of one of the Divisions and us. The study visit was 

planned in collaboration with the line-manager of the Project Managers of the pilot group, 

a Lean manager from Aeronautics and ourselves. The visit was supposed to bring answers 

to the following four questions: 

 How do you find the red thread in the work, on a daily, weekly and monthly basis 

and how do you plan for that? 

 How do you set up a development project? 

 How do you work with developing competence in individuals? 

 How do you map competence so that you could get the right person in the right 

place? 

The Aeronautics business area has come further in their work with the implementation 

of Lean in their organisation. The visit lasted for about five hours and topics such as 

organisational structure and Scrum methodology was brought up. The focus was on how 

they have used Scrum methodology to organise work in teams and projects and how they 

use Scrum to "make sure that 1500 employees do the right thing every day”. A few 

presentations of teams and how they work according to Lean were offered. A part of the 

visit was however loosely planned giving the opportunity to focus on questions asked by 

the visitors. The study visit was evaluated during workshop 4 and in the individual 

interviews. 

4.5 Lean software development, LSD workshop 
Mary and Tom Poppendieck held two workshops for the employees at C2S. The content 

was planned to be the same and it was spilt into two sessions because of the size of the 

groups attending. The first workshop was held 16-17 of April. On this workshop Team 

Leader 1 and Project Manager 1 attended with some parts of their projects. The second 

session was on the 20-21 of April. Project Manager 3, Project Manager 4 and Project 

Manager 2 attended with parts of their project groups. Team Leader 2 didn't attend any 

of these sessions since he had attended a previous workshop. 

The workshops were on the topic Lean software development and areas such as 

automated testing, test-driven development, waste reduction, flow and rapid testing 

were discussed. The two sessions of the workshop were on different maturity levels and 

due to these different aspects were brought up during the workshop. This lead to some 

differences in which topics they addressed around the areas mentioned. An evaluation of 

the workshops was made in the questionnaire. 

4.6 Pilot group progress 
In this section the introduction to each member of the pilot can be found together with 

how they changed their way of using visual planning over the time of the study. In the end 
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of each section the reflections from the interviews can be found. The interviews have 

been conducted with one of the thesis writers and the interviewed to make the interview 

situation less formal. The questions asked can be found in appendix B. 

4.6.1 Team Leader 1  
In the beginning of the study Team Leader 1 was Team Leader for a small team consisting 

of four people. The team used a computer-based system to keep track of the work the 

team was assigned. The visual planning on the screen was a kind of Scrum board with 

prioritised tasks. The team had daily meetings with the questions: What did you do 

yesterday? What are you going to do today and what delimitations/problems do you expect 

to have? The team had used this sort of visual planning for about a year and thought that 

it worked well for them.  

 

Figure 11: Team Leader 1’s visual planning 

A daily stand-up was visited about two weeks after the visual planning workshop and no 

changes had been made with the visual planning used by the team. At the end of this study 

he had become a Team Leader for a part in a new project and the team were already using 

a Kanban/Scrum board so he changed into working with that when he became their new 

Team Leader. 

Team Leader 1 believes that the reason for being chosen to be a member of the pilot group 

is because he is showing that he is open to new ideas, new ways of thinking. Combined 

with his earlier attempt to work more Lean/Agile he found that it would be nice to be 

able to learn something new or maybe refresh some things. The purpose of why he was 

chosen was a little bit unclear for him at the beginning, were the pilot group supposed to 

learn from each other and not just from us? 
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He found the feedback workshop most rewarding since he finds it difficult to give 

feedback and has therefore sometimes avoided confrontations with colleagues before our 

workshop. One example he gave was that he had a team member that was a wiseacre and 

after being reminded on feedback at the workshop he decided to try to give this person a 

lot of positive feedback on that persons work. Team Leader 1 says that today that person 

has a very different behaviour and attitude and do not longer behave as a wiseacre. The 

ambience in the team has improved and is now much better and Team Leader 1 is giving 

feedback more often. 

Team Leader 1 thinks that if the workshops would be held again it would be good to 

discuss more on how to use visual planning because sometimes he finds it difficult to find 

the level on how specific tasks should be and how to use the visual planning to enhance 

situational awareness. 

Team Leader 1 tries to be a democratic leader that lets his team decide on the areas where 

they have the best competence. That does not mean that he does not step up if needed 

and take the lead but that he trusts his team to make the right choices. 

For Team Leader 1, Lean means to focus on flow by reducing waste and adding customer 

value to the product as well as doing one thing at the time and not multitask. He adds that 

he now has bigger opportunities to work more accordingly to Lean, mostly because his 

project is closely connected to one pilot project at C2S that has come a further way 

working with Lean. He also believes that the LSD workshop was an eye-opener to what 

he would like to focus on in the upcoming year so that the project becomes more Lean. 

This study together with previous lectures and books on the topic made a positive impact 

on what he got out from the LSD workshop. 

Team Leader 1 states that he thinks it has been great to be able to come together in the 

pilot group during the spring. The greatest benefit has been to meet the other Project 

Managers and to discuss their daily problems. He mentioned that he previously did not 

know the other members of the pilot group very well. Now it is not uncommon that he 

stops and talks with someone in the pilot group about how it goes if they meet in the 

hallways. Team Leader 1 believes that it has been a good forum with well-chosen topics 

that has been relevant for the organisation. He hopes that a similar forum continues and 

that it could be used to increase the situational awareness in the Divisions. 

In a year he wishes that his project has implemented and changed the things they 

discovered at the LSD workshop. He would like the team to be able to work 

uninterrupted, the focus should be on one thing at the time, and he wants to work closer 

with the customer to get more feedback so that the project does not develop a product 

that the customer is unsatisfied with. He also wants the project and its teams to have an 

improved situational awareness. 
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4.6.2 Team Leader 2 
Team Leader 2 is Team Leader for a small team of 4 persons. The team was formed just 

before the start of this study. The team used a whiteboard with four columns to keep track 

on the work tasks. The board was Kanban inspired with columns named planned, 

assigned, solved and verified. The team used both printed tasks from a computer based 

project management system and hand written post-it notes. At the first daily stand-up 

meeting we observed that one team member arrived very late and commented on that 

his work tasks was uninteresting for the rest of the group since he is solving problems 

which does not concern the rest of the group.  

A visit was made to his team’s daily stand-up meeting on 2015-03-25. On arrival one of 

the members said that the stand-up was cancelled due to that half the team was on sick 

leave. A discussion about the visual planning used by the team was held with two team 

members. They explained how they use their Kanban inspired visual planning on a daily 

basis. 

The team had changed their board into a Kanban board that is split into three different 

sections: Planned, On-going and Done. These columns are then split into subsections as 

can be seen in figure 12. The objects placed in the two first columns under planned are 

work tasks in relatively big pieces. When a new week starts the amount of work that the 

team thinks can be executed in an one-week period are picked from these columns and 

broken down into smaller tasks and thereafter placed in the <1 week column. On the daily 

stand-up each member then picks the task they will work with during the day and mark 

it with a name tagged magnet. The tasks, hopefully, then flow over the board until it 

reaches the end in the newly done section. The plan was to use the last column as a way 

to keep track on the large pieces that are finished. When asked about how the team 

prioritises their work tasks they answered that they have an unspoken rule that says that 

the higher on the board a note is placed the more important it is. 

 

Figure 12: Team Leader 2’s visual planning 

The team members explained that one problem that they have is to see and visualise the 

whole project. The team members explain that this is something they will work more on 

to figure out how to make a large scale plan of the project visual. Another problem is how 

the team handles new tasks that the team discover during their work. A problem is that 
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sometimes a lot of extra work is done that was not included in the initial plan for the 

week. The team members decided to bring up the problems with their Team Leader so 

that they together can find a solution. 

Team Leader 2 thinks that he was chosen because he is positive to try new things and 

likes to share information about the current state in the team and work progress. The 

reason for being chosen could also be the fact that he is relatively new in his role and that 

the study might be a support, encouragement and focus that he needs. He was early 

involved in questions in his team that was similar to the topics from our workshop and 

was pleased to have been chosen for participation in our workshops. He has over time 

been thinking more and more about the intention and expectations from the management 

level.  

He has been thinking a lot about which topics are important and if his focus areas are 

equivalent with what the management prioritises. He did not have any expectations on 

the workshops since it was unclear what was expected from him, therefore he has been 

pleasantly surprised about the outcome and what we were able to teach them. He liked 

the first workshop about visual planning best because there they got to discuss visual 

planning as a group and get feedback and input on how to use it. The film Austin's 

butterfly from the second workshop about feedback was a real eye-opener because the 

children was good at giving feedback and he thinks that they can learn something from 

that. He wants to dig deeper in all the workshop topics but mostly into feedback because 

he has thought a lot about how to use feedback in a new group where there are many 

different types of individuals. He has been thinking about a step-by-step plan to increase 

the comfort because there is enormous potential around feedback because a lot of things 

are new and there is much to learn. The first workshop helped him to finally make 

changes on their visual planning board but other changes has not been made within the 

team but he has reflected on his role and has come to a conclusion that he needs to start 

giving more positive feedback and include people to take steps forward. 

His leadership style as a Team Leader is to be a part of the group where he is both actively 

working on the product but also to help the team evolve. He is in some parts struggling 

with having one foot in the team and one foot in the project because he has to make 

priorities that a sub Project Manager normally would do. His vision of Lean and Agile is 

to stop doing unnecessary work and be more aware of what is needed and first and 

foremost from an external point of view like a customer. The concept of Lean has changed 

for him, from being a method to look at value. Just by doing work does not mean that it 

provides any value for example he went from a whiteboard with long time plan to a digital 

tool and then back to regular whiteboard with a Scrum-like interface just because the 

digital tool created unnecessary work and frustration. 

He sees the LSD workshop as good inspiration but his team knows what needs to be done 

and the path that the management team of the Divisions now is taking is more important 

to follow and be aware of than the topics on the LSD workshop. He thinks that it was good 

that the LSD workshop raised important questions and created discussions, but that 
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people put too much hope too what Mary and Tom Poppendieck can help them with. The 

topic of automatic testing and the work flow analysis was useful from the workshop and 

they will keep continue working with those, but he feels that it was too short of time or 

that the team would have needed more preparation time to do a good job. 

Team Leader 2 thinks that the pilot group has been working well and it has been both 

good and bad that the participants has had different roles and starting points but it has 

also been hard to understand the perspective from the others. He has not met anybody 

outside the workshops since they are all located at different places, but he thinks it is 

good that they know each other. He would like to continue a forum similar to the one 

introduced by this study because it is always good to communicate experiences and get 

new influences, he would also like to have some kind of software forum where people can 

share their knowledge and find solutions together.  

In one year his current project will be over and he is hoping to become a Team Leader in 

another project. He wants to continue to help teams evolve and work closer tied to a 

product like the development of the airplane Gripen in Linköping. He would like to work 

with the newest technology closely linked to the customer to get faster feedback. 

4.6.3 Project Manager 1 
Project Manager 1 is a Project Manager of a middle size project with about 15 project 

members. The project is split into two different teams. One consisting of long-time 

employees at Saab and the other consisting of more recent employees from different age 

groups. The team with newer employees uses the Lean method Scrum to plan and execute 

their work. The older team didn´t use any kind of visual planning. The project currently 

has large work meetings lasting about one hour once a week. Project Manager 1 had the 

idea of different phases of a project from the classical way of design, integration and final 

tests instead of short iterations cycles and had not worked with Lean before. The project 

is in a start-up phase.  

A daily stand-up was visited about two weeks after the workshop on visual planning. The 

visit was made to the new team that uses Scrum. The team expressed that they were very 

happy with working with Scrum. One team member mentioned that he doesn´t think he 

could go back to a non-Scrum way of working. 

Project Manager 1 intentions were to make a long-term visual plan on project level. His 

thoughts were a lot on how to visualise how large work tasks should trickle down to the 

different teams.  Furthermore, he was trying to implement some kind of visual planning 

to the team that were not working with visual planning of any kind. He expressed that 

some senior project members think that visual planning should only be used when a team 

consists of new employees in the group and that it doesn´t bring any help to an 

experienced team. 

He thinks that he was chosen to participate in the pilot group because of his role as Project 

Manager for one of the largest projects here and that he is quite new in his position and 
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wants to have the right approach to the project since he was sub Project Manager before. 

He was really happy to have been chosen to participate in the study and it has lifted him 

because of our drive and enthusiasm about the topics. He did not have any expectations 

since he was not sure about what the workshops would be about. After the first workshop 

his expectations had been exceeded. He liked the fact that they were lead through 

different approaches to the topics but still had a natural discussion with the other 

participants. He found it rewarding to visit Linköping because seeing how they worked 

compared to what had been discussed at the first workshop gave him hope and insights 

on how they could work at C2S.  

The best workshop was the visual planning one because he was given the tools to be able 

to create a visual planning and a new attitude towards it. He believes that the visual 

planning board is available all the time compared to a normal meeting so if somebody 

forgets something they can now look at the visual planning board to remember. He would 

like to have more workshops about resource allocation, feedback and leadership. He 

thinks that the information flow has increased between the projects and line managers 

but wants it to improve more so that they are more on board and can help each other. He 

has seen more engagement among the people in his project due to the visual planning 

and the increased flow of information.  

Project Manager 1 is used to be a sub Project Manager and has noticed that he needs to 

change some parts of his way of being a leader since he is in charge of an entire project 

and not just a part of it.  He needs to stop being too involved in the details and plan more 

from an overhead perspective and be more of a person that people comes to when they 

need him instead of being in the middle of the group. He is a calm and understanding 

person so he is a good listener and wants honest feedback from his team members. His 

earlier experience from being a Project Manager at an international software company in 

Brazil makes him good at handling cultural differences which have been useful with some 

programmers that think that they own their part of the code instead of sharing their 

knowledge and being open to changes. 

For him Lean is common sense that gets rid of bureaucracy and increases flow but also gets rid 

of formality that takes up unnecessary time and does not add any value to the project and work 

that is done. He feels that too many have lost their interest in Lean since they are downsizing 

the Divisions and that means that most initiatives have been lost. What he likes about Lean is 

that it makes him think in a more cross-functional way and he thinks that Agile is a good 

way to go when developing something new or increasing the functionality of something 

old. The benefit with Lean is that it increases the information flow and everybody has 

more knowledge about the current state and when/where/what/how something is going 

to happen. The disadvantages is the time it takes to keep the visual planning going but 

might become easier when you do it as simple as possible and has the same pace over the 

entire project. He has been noticing a change for the better when their status meetings 

are in front of the whiteboard because people feel more involved.  
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The LSD workshop was good and their value flow analysis showed room for 

improvement. He likes the fact that the customer is close to the project and that they can 

have good planning together with the customer for releases, maintenance and 

specification of demands. Together with the study visit to Linköping the LSD workshop 

was useful to create a vision for how he wants his project to be and how to take things 

step by step. He thinks that his team was mature enough to learn from the workshop. 

He wants to continue with the same pilot group so that they can have a forum for 

discussion and keep learning from each other. In one year he hopes that his project has a 

more solid platform and a better development process. He wants to have common 

standards around the quality of design, development, integration, test and 

documentation in the project by changing the way he is handling the resources around it 

and how they follow up. 

4.6.4 Project Manager 2 
Project Manager 2 was the Project Manager of a group that was in the end-phase of a large 

project. They were working with a timeline to be able to better visualise what parts of a 

product should be delivered at a specific time, usually monthly deliveries. The long-time 

planning on the timeline was used to break down the work in the near future in small 

pieces so that it was clear what parts should be worked on in the different teams. He has 

had some teams that worked with visual planning on a daily basis. Project Manager 2 was 

ending this project and was about to start another large scale project where he could 

create a new visual planning structure from scratch. 

Project Manager 2 said that he had mixed feelings about being chosen for the pilot group. 

He felt both that it was just one more thing to schedule in the calendar as well as that it 

would be interesting to discuss Lean further. His project is in the start-up phase and the 

project members are new in the team and they are still expecting to double the project to 

two teams from today where they only have one. His expectations on what the study 

would give were vague. 

He thinks that the most rewarding parts was the study visit and the first workshop on 

visual planning since it was very hands on and gave a lot of ideas on how to change the 

way of working with project planning and execution. The visual planning workshop was 

spot on in time since he had thought about how to increase communication in the project 

before and that it therefore was a perfect time to discuss different versions of visual 

planning and to have his eyes opened to new methods. He also thinks that the first 

workshop is the one that could have been longer and that it could benefit to talk about 

the subject again. Project Manager 2 thought the other workshops was more of a 

reminder of material from previous longer leadership courses that he attended however 

the material was good and that it was good to have a recap. 

Project Manager 2 tries to be a reliable, open and accessible leader that is structured, 

result oriented, acts without fear and is not afraid to try different ways of working. He 

tries to find solutions together with the project members and tries to avoid making all 



43 
 

decisions himself. He finds that the team that is in the project is quite immature at the 

moment since they have not worked together for a very long time and he therefore have 

planned to go and visit one site where the hardware for the product is developed as a 

teambuilding activity. 

Lean for Project Manager 2 is focused on flow because he finds it important to finish work 

and that you have a learning situation to make sure improvements are frequent so that 

waste can be rooted out and the customer is happy with the result. During the spring he 

thinks that his focus has shifted from Lean principles to Lean methods as a way to 

implement the principles. The visual planning workshop together with the study visit to 

Linköping and the LSD workshop have given him a lot of new ideas. 

Project Manager 2 has found the workshops and the study visit inspiring and a good 

forum to discuss problems in the different projects. However if the forum would continue 

he thinks that it can be held in two ways. If they should occur about once a month and 

that the topics is chosen but there is no agenda but if  the meetings would occur every six 

to eight weeks or so he thinks it could benefit of having an agenda with  more discussion 

points and that the meetings are longer. 

For next year Project Manager 2 hopes that the project is fully expanded to two teams 

and that their work has a steady pulse and that the continuous improvement combined 

with retrospectives has resolved in an increased flow. He also thinks that the two teams 

will work towards one clear goal. 

4.6.5 Project Manager 3 
Project Manager 3 is currently replacing another long-time Project Manager in a 

simulation project. The old Project Manager has been working on this project for the last 

20 years and has knowledge on every aspect of the project. Project Manager 3 works 

together with the current Project Manager to learn about the system and help with the 

transition when he retires at the end of 2015. He believes that visual planning could be a 

useful way to transfer all the information and not miss any details in the transfer process. 

No daily stand-up could be visited since he is not in a position to initiate the use of visual 

planning at the moment. He is planning to start using it when he gets to the position as 

head Project Manager in the shift of 2015-2016. 

He thinks the reason that he was chosen to participate in the study was because of his 

upcoming role as Project Manager and that he encourages change. He appreciated being 

chosen and found it fun and stimulating. His expectations on the study where very low 

since his past experience with master thesis students was that they usually doesn't bring 

much benefits to the company, he was pleasantly surprised of the material and the 

execution of the study. 

The workshops made it possible to be a part of a cross Divisional collaboration which 

created a good place for discussions and was as an eye opener to him. He thought that the 

first and last workshops where the best once because it showed him that things can be 



44 
 

done in an easy way. The first workshop was good because it brought up some simple 

ways of using visual planning and the benefits of using it. The last workshop was good 

because it tied everything together from the study visit together, the pilot group had time 

to discuss, reflect and talk about their ideas.  

Since he is becoming the sub Project Manager in the late fall this year, he has not done 

much with the project yet, but he got plans for how to change the projects way of working. 

Due to LSD workshop, the workshop team which is a part of the project team has made 

some plans on how to proceed but the entire project needs to get involved so that they 

are united in their goals. He wants to take one step at a time, for example implementing 

a 3-4 week cycle. Since he has not started with the implementation of the things that were 

brought up in the workshops there is no feedback from his project members about his 

work related to the study.  

His leadership style has changed to a less prestigious way and he has become more aware 

of how things work at Saab's C2S unit compared to other companies he has been working 

at. He thinks that Saabs strength is their approach of creating an environment where 

prestigious is of less importance then the work that actually has to be done. 

He thinks that Lean is common sense, keep things simple and to question norms and 

standards. He has changed his view of what Lean and Agile is, from the mentality that 

Lean means that a thing is either Lean or not to the approach that Lean is something that 

you strive for and reach by making many small continuous steps forward.  He believes 

that that approach fits his project very well and that it is easy to implement because they 

have a close and good relationship with the customer. He could not see any disadvantages 

with visual planning and thinks that the benefit is that they will be able to handle more 

error reports. 

At the LSD workshop part of Project Manager 3's project team participated. He thinks that 

the workshop made it possible for the group to talk about what they could improve. They 

were positive to the topics discussed and they now feel that they have good opportunities 

to proceed with the problems they found. He did not see any disadvantages with 

attending the workshop but he reacted to the defence mechanisms that people sometimes 

showed, when Tom and Mary Poppendieck suggested a solution to their problem, their 

reaction was defensive which needs to be talked about within the company. He did not 

think that all the material brought up at the workshop was relevant but that it was good 

to hear someone with authority in the field talk about what the C2S unit can do differently. 

Most of the topics of the workshop anchored Project Manager 3's thoughts and 

knowledge about Lean and found it good that the workshop started with everybody's 

issues as an input. The team that Project Manager 3 attended with at the workshop, even 

though it was only a small part of the project team , they were able to manage the 

information and tasks given and he learned a lot about how his team works and thinks.  

He thinks that the pilot group has functioned well and although they have not directly 

used each other outside of the workshop but the indirect knowledge they have shared 
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and discussions from the workshop has been useful for him. He found that it was good to 

know that the world is not perfect and that everybody had issues to solve and that some 

type of forum is needed to help each other. He has no specific thoughts on a frame of a 

continuous forum but it would be good to have a place where they can discuss Lean 

implementation issues, problems and improvements. At the moment he sees no need of 

talking about softer issues as for example feedback and leadership but that it might 

change over time.  

In one year he thinks that they have introduced a more Agile development standard as 

the one they sketched out on the LSD workshop and that the team has more knowledge 

about the system. He also wishes that during the daily stand-ups that more questions will 

be asked and that the project members show and explain what they are doing, maybe in 

a demo. He believes that people appreciate when you show interest to what they do and 

perform better.  

4.6.6 Project Manager 4 
Project Manager 4 is a Project Manager with many years of experience of project 

management and has had daily meetings with his project members for many years, 

usually informal ones around the coffee table. At these meetings they discuss problems 

that may occur during the project and what they are doing at the moment; however he 

has up to this point not used any form of visual planning but has considered incorporating 

it in their work strategy. 

He started the first visual planning meeting on Monday 2015-03-16.  He is trying out a 

modified Kanban board in a conference room which is not available at all times for the 

project members, in contrast to the other projects which have their visual planning 

boards in their corridor where it is accessible at all times.  

 

Figure 13: Project Manager 4’s visual planning 

The visual planning can be seen in figure 13, the red arrows shows who is allowed to move 
a task from one column to the next to create a pull system. 

Project Manager 4 says that his first feeling about being selected for the pilot group was 

that would be another set of unnecessary meetings however after considering it for a 
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while he felt more that it was fortunate for him and that it felt good being chosen by the 

management team. In hindsight he felt that the study has brought some new ideas and 

that it has been a good forum for discussions about leadership and Lean. He didn´t have 

to much expectations on the workshops but he thinks that the topics has been well chosen 

according to the other work that is going with implementing Lean at C2S. The study visit 

to Linköping was very valuable for him and it opened his eyes on how to use visual 

planning to make the workflow faster and found it good to see how they had managed to 

implement Scrum as a Lean methodology. Apart from the study visit Project Manager 4 

thinks that the feedback workshop was good, he said that the things that were brought 

up at the workshop was not new but provided a well needed refreshment of the topic.  

Project Manager 4 has not worked with visual planning before in his project but has 

started using a Kanban board because he believes that it will help his project to become 

a closer team and encourage dedication to the work they are doing. He find it useful since 

he thinks it functions like a tactic board for a football team, a way to increase the 

situational awareness between the project members, however, he finds the tool so simple 

that it almost feels like going back to the 70's. That the simplicity of it sometimes can 

make it feel like the work you are doing is not high tech.  

Project Manager 4 describes that he tries to lead through others; his goal to aim for is that 

he shouldn't have to do anything. He describes that he tries to lead his project in the same 

way that he raises his son. Encourage them to take necessary decisions so that the work 

flows in the project and the team should be self-organising and that he should only be a 

support that exists in the background if problem arise. 

He thinks that Lean at C2S at the moment is a lot about improvement and to root out 

waste as a way to be more efficient. He sees that the reduction of waste is not leading to 

higher flow at the moment but instead to higher resource efficiency. The way he sees it 

that team work is optimised for a higher resource efficiency and not with focus on flow.  

Project Manager 4 thinks that the LSD workshop was good and it showed ways to increase 

flow by having automated testing and fast iterations. The group that went to the 

workshop was mature enough, according to Project Manager 4, to benefit from the 

workshop and those few project members that were a little negative about spending two 

days at a workshop came around in the end of the workshop. 

On the question about what he thinks about participating in the study and the pilot group, 

he says that it has been a good forum to discuss issues related to daily work. He would 

like this kind of forum to continue since it would be good to discuss issues that regards 

project management, however that the occasions should more spread out than every 

second week as it has been during this study. 

In one year he wants his project to work in shorter iterations cycles that uses automated 

testing as a way to make sure the product has much fewer errors. He also says that the 

project will use visual planning in a different way that is more frequent and tailored to 
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the specific issues of the project. He would be proud to say that he delivers a code of much 

higher quality and on time. 

4.7 Questionnaire 
Two questionnaires has been sent out to the employees at the C2S Divisions, the purpose 

was to see if any differences were to be noticed before and after the LSD workshop. This 

was however not the case, therefore only the result from the second larger questionnaire 

is presented below. 

The second questionnaire was sent out to 115 employees at the two C2S Divisions. The 

survey was parted into Lean, feedback, leadership, visual planning and an evaluation of 

the LSD workshop. 74 persons started to answer it, however some persons dropped out. 

Therefore on each diagram the number of respondents is marked. 
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4.7.1 Questions about Lean 
The following diagrams explain what the employees think about Lean and how far they 

think they have come. 
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65 respondents

What 3 things do you find most  important with Lean?

Figure 14: The three things most important in Lean 

The three things most important in Lean are considered to be elimination of waste, 

continuous improvement and flow. The categories that this study focused on are 

teamwork, leadership, learning and visual planning that is not ranked very high. 
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Figure 15: Which topic is most Lean? 

Compared to figure 14 people find the same topics are found important in Lean, 

elimination of waste and continuous improvements can be seen as something to create 

flow.  

 

 

Figure 16 How far have you come with Lean in your project/team 

The implementation of Lean in the two C2S Divisions seems to have come a short way, 

but still have a long way to go. There is room for improvement. 

Flow; 23,1%
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waste; 27,7%

Continous 
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24,6%

Customer value; 
9,2%

Teamwork; 4,6%
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efficiency; 1,5%
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Local desicions; 

1,5%
Automated testing; …

Which topic is most Lean according to you? 65 respondents

0,00 1,00 2,00 3,00 4,00 5,00 6,00
65 respondents

On a scale on 1-6, how far have you come with the implementation of 
Lean in your project/team? 

where 1 means no where and 6 working fully according to lean
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Figure 17: What parts of Lean have your project/team focused on? 

The focus areas are visual planning, teamwork and automated testing. Compared to what 

people find important with Lean in their daily work, elimination of waste, continuous 

improvement and flow have a lower priority.  

4.7.2 Visual planning 
Below the results on how far the Divisions have come on implementing visual planning 

and what areas they find it useful. 

 

Figure 18: Do you use visual planning? 
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Figure 19: If not, would you like to? 

 

Figure 20: How well do you think the visual planning is working 

The respondents find visual planning beneficial for their daily work, however there 

seems to be room for improvements and evolvement. 

Yes
87%

No
13%

If you do not use visual 
planning, would you like to use 

it?

15 respondents

0,00 1,00 2,00 3,00 4,00 5,00 6,00

45 respondents

On a scale on 1-6, how well do you think the visual planning is working?
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Figure 21: In what areas does Visual Planning aid your work 

The visual planning helps them mostly in areas such as planning, prioritising, 

communication and teamwork. It seems like it is beneficial for situational awareness. 

4.7.3 Leadership 
In this section information about how the leaders at the two Divisions are perceived by 

the employees can be found 

 

Figure 22: What leader style does you closest manager/leader have? 

The respondents find their closest manager/leader just a bit more of a leader than an 

administrator. 
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45 respondents

On a scale on 1-6, how much do you think visual planning aid the work 
on following topics?

0,00 1,00 2,00 3,00 4,00 5,00 6,00

58 respondents

What leadership style do your closest project/team leader have? 
Where 1 means administrator and 6 leader
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Figure 23 What leaderstyle would you like your closest manager/leader to have? 

Here it can be seen that the respondents would like their manager/leader to become 

more of a leader and less of an administrator. 

 

 

Figure 24: How does you manager/leader spend their time? 

The respondents believes that their manager/leader spend their time almost equally on 

these six tasks in their daily work.  

4.7.4 Feedback 
In this section the employees’ perception about feedback and the frequency and methods 

can be found. 
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58 respondents

If you could wish, what leader style should your project-/team leader have?
Where1 means administrator and 6 leader

Planning
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Contact with 
customers

16%

Reporting
17%

Estimate what your closest manger/leader spend their time on?

56 respondents
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Figure 25 How often do you get feedback from you colleguages? 

A large majority of the employees at the two Divisions at C2S receives feedback only a 

few to several times a month. 

 

 

Figure 26: In what sitiations do you receive feedback? 

Feedback is received either while working together with colleagues and at performance 

reviews with their manager. 
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Figure 27: How good are the employees at giving and receiving feedback? 

 

 

Figure 28: How good do the employees think that their closest manager/leader is at giving and receiving 

feedback? 
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On a scale on 1-6, how good are you at the following?

0,00 1,00 2,00 3,00 4,00 5,00 6,00

Give feedback

Recieve feedback

55 respondents

On a scale on 1-6, how good is your closest team-/project leader or manager at the 
following? 
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Figure 29: What methods are used for giving feedback?  

Most respondents do not use a special method for giving feedback and do not seem to 

care about the distribution between praise and critique. Some people only gives positive 

feedback, which is not optimal for continuous improvements. 

4.7.5 Lean Software Development, LSD workshop 
In this section the employees thoughts about the LSD workshop is presented 

 

Figure 30: What did the LSD workshop focus on? 
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All the topics in the figure were covered during the LSD workshop. Most people found it 

focusing on automated testing, elimination of waste and flow. A lot of the time at the 

workshop was spent on making a value flow analysis and a root cause analysis. 

 

 

Figure 31: What will you focus working on from now on? 

The respondents want to work with visual planning, teamwork, elimination of waste, flow 

and automated testing after the workshop. 

 

 

Figure 32 Have the LSD workshop affected the way you will work? 

80% of the participants found that the LSD workshop will affect their way of working.  
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5 Analysis and Discussion 
In this section we will analyse and discuss our results and compare them to the theory so 

that the analysis and discussion can lead to an answer to the research questions. 

5.1 Organisational change 
The activities surrounding our study which was started and driven by the management 

teams at the two Divisions at C2S have been most noticeable during our study and have 

had a big impact on what we were able to do with our pilot group and what they were 

able to change in their teams. 

The transformation process that has been initiated at the two Divisions can be considered 

as the start of a continuous change, where the change is going to be on-going, evolving 

and cumulative (Weick & Quinn, 1999). The initial change could be considered as project 

improvement as a part of a strategic improvement which  thereafter leads to a continuous 

improvement toward a more Lean organisation over time (Savén, 2014). The aim is that 

the organisation works as an evolutionary organisation where the change is frequent and 

continuous, see figure 4. Another way of looking at it, is that it is a kind of episodic change 

where the change is infrequent and intentional (Weick & Quinn, 1999). The purpose of 

the transition is however to become an organisation where continuous change is 

constant, evolving and cumulative (Weick & Quinn, 1999), this is also fitting in with the 

Lean mind-set. 

One of the factors is lack of communication in the start of the reorganisation, where 

expectations from the Management Team and a clear vision were not communicated to 

the employees. This is according to Kotter (2012) one of the first steps in creating a 

sustainable start in the changing process. To improve and change leadership is according 

to Weick and Quinn (1999) a key factor to lead the change down to the employees in the 

teams and projects. For the Management Teams to be leaders in the changing process 

they need to help the employees in the organisation to create a ground so that they can 

visualise the goal. They also need to help the employees see what they need to do and 

what they are doing today so that routines and behaviours can be challenged to build the 

new organisation (Savén, 2014). 

The new approach to lead the Divisions from the Management Team has increased the 

energy at the Divisions and they have started to visibly lead the Divisions towards a new 

type of organisation, but the results from the questionnaire indicates that there is more 

that needs to be done on the leadership front. When comparing the reorganisation at the 

two Divisions to Kotter (2012) theory about reorganisations, the Management Teams 

have started the change without creating a strategy for their vision as well as not 

increasing the urgency or creating a guiding coalition.  

After the study visit to Linköping the Management Teams started to communicate the 

urgency as well as the vision and strategy. This accompanied with the threat of letting 

people go has increased the urgency and made it possible to create a strategy for their 
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vision and start to communicate their vision and strategy which is comparable to the 

fourth step from Kotter (2012). It seems that the study visit brought many new ideas on 

how to make the whole organisation work according to Lean; this was seen in the short-

time goals that they set up and the implementation of a Scrum-like cycle with a 

retrospective in the end that they started. The Divisions found a way to set their priorities 

and communicate a strategy for what they want to focus on, what they want to achieve 

both on a long- and short-term basis and what they expect from their employees. This 

kind of step-by-step approach is all according to the Lean mind-set (Poppendieck & 

Poppendieck, 2013). A future goal is therefore set and thereafter small iterative steps will 

continue to be taken in that direction, which is in the line with the sixth step from Kotter 

(2012). 

All the members of the pilot group expressed that they found the study visit to Linköping 

together with the workshop on visual planning beneficial for their work according to 

Lean. What they found interesting with Linköping is how the Scrum cycle has been 

implemented in large parts of the organisation. The surrounding factors outside of an 

individual team such as structure and management is important to be able to optimise 

the whole and not sub-optimising on team or project level (Poppendieck & Poppendieck, 

2013b). Three teams connected to the pilot group use Kanban as a method for visual 

planning and only one team use Scrum. One reason for this could be that Scrum is a whole 

methodology that involves much more than just using a visual aid. The positive feelings 

the pilot group members expressed about the study visit to Linköping is mostly linked to 

that they found the whole planning according to Scrum as useful. 

The fact that the pilot group and the Management Team found the study visit to Linköping 

beneficial and inspiring suggest that the study visit functioned as a sensegiving phase 

(Gioia & Chittipeddi, 1991). They have now started to implement the ideas from the 

sensegiving phase in the organisation by for example starting to use iteration cycles, the 

organisation therefore moved into a sensemaking phase (Gioia & Chittipeddi, 1991). The 

study visit could also be considered as both a sensemaking and sensegiving activity. The 

Management Team got some concrete ideas to execute afterwards, so their experience 

from the visit could be considered as the beginning of a sensemaking phase, where big 

changes started to happen within the organisation. For the pilot group on the other hand 

it could be classified as a sensegiving activity since they got the understanding of how 

efficient the visual planning and Lean/Agile work environment can be and how to create 

it at home. The change in the culture and approach to the possibility to implement Lean 

and Agile has increased noticeable during the time of the study. This can be seen as that 

the Management Teams have managed to communicate the purpose of the change and 

therefore the resistance to change has been lowered (Kotter & Schlesinger, 2008). For the 

company to continue working towards their long-time goal, it is important that the 

iterations continue and that the Management Teams continue to create short-term wins 

(Kotter, 2012) at the same time as they continue to work with both sensegiving and 

sensemaking phases (Gioia & Chittipeddi, 1991). For the Divisions to continue to strive 
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for Lean it is important to keep re-visioning and energizing phases over and over again 

to be able to have continuous improvements (Gioia & Chittipeddi, 1991).  

Resistance is normal in a changing process and it is deeply connected with complacency, 

which we have encountered from some employees at the two Divisions. Since the old 

organisational culture fits well with some employees’ way of working isolated and in their 

own pace, a change to a more team oriented way of working is a large change. The daily-

stand-up meetings linked to the visual planning could have increased the feeling of losing 

something that is valuable or not well fitted to their way of working. This could have 

increase their resistance since they have not been convinced that the new way is better 

than the old and will not tolerate any changes (Kotter, 2012; Pardo del Val & Martínez 

Fuentes, 2003). The Divisions are letting go of some employees and this could be 

interpreted as that it is connected to the implementation of Lean, as a way to increase 

flow efficiency and decrease resource efficiency. When a misunderstanding like this is 

spread throughout the employees the resistance to the organisational change will be high 

(Kotter, 2012).  

Our focus during the study has been on creating short-term wins and empowering 

employees by providing a Lean portfolio, consisting of increased knowledge in lean 

methods and principles. This together with creating a clearer picture that Lean is not 

implemented from one day to another instead it is a step by step process that takes time. 

This have been done at the same time as the Management Teams have found a way to 

create urgency, developed a strategy for their vision and started to communicate the 

vision and strategy to the employees. These five steps from Kotter (2012) are not usually 

happening at the same time, but at the two Divisions a noticeable change has occurred 

after the management team changed their approach after the study visit to Linköping.  

From figure 30 it can be seen that many of those attending the LSD workshop found that 

it focused a lot on automated testing, elimination of waste, flow and rapid feedback loops. 

These topics were discussed at the workshop amongst a few other topics such as value 

flow analysis and teamwork. One reason that a lot of the attendants remember those 

specific topics could be that those factors were very tangible and is something that brings 

a perceived integrity to the product (Poppendieck & Poppendieck, 2013b). Figure 31 

shows that the two Divisions after the workshop will prioritise working with teamwork, 

visual planning and automated testing as a mean to eliminate waste and create a flow. 

This was something that also was noticeable in the interviews with the pilot group 

members. They meant that in a year they would have more automated testing as well as 

working more with faster iterations and feedback to develop products that fits the 

customer's demand more accurate, this can be considered as perceived integrity which 

Poppendieck and Poppendieck (2013b) point out as a key factor for working Lean. The 

focus on visual planning and automated testing can be seen as a way to do changes that 

are visible and is short-term wins since it is something that is noticeable for all the 

employees (Kotter, 2012). The visible changes in the organisation such as 

implementation of teams and monthly scrum cycles is also sensemaking for the 
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employees since the LSD workshop brought up those topics and realised the ideas on how 

to work with eliminating waste to work Lean (Gioia & Chittipeddi, 1991). 

In figure 33 we have made a visualisation of how our perspective of the organisational 

change has been understood by employees at the two Divisions. The red line symbolise 

how some employees believes the change to have happened. The orange line symbolise 

how the Managements Teams believes that the transformation is happening. And the 

green symbolise our perception of how the changing process is happening. The break in 

the green line symbolise the effect from the study visit to Linköping. 

5.2 Leadership 
As can be seen in figure 22 & 23 a clear trend is that the employees at the two Divisions 

would like their closest Project-/Team Leader to become more of a leader compared to 

how they are at the moment. The management team approved a workshop on the topic 

leadership and management which could be a reflection of their wish to change the 

leadership style to fit a more Lean and Agile work environment. The topic leadership and 

management at the third workshop was welcomed by the members of the pilot group. 

Sadly only two members had hastily read the recommended parts of Savén (2014) book 

and the reason for that was that there had not been any reminders from us. We were 

surprised by this response but we realised that this could be a consequence from the 

earlier culture and mentality at the Divisions where there previously has not been any 

encouragement to take time to work with social factors.  

Team Leader 1 mentioned in the interview that he wants his team to be able to work 

uninterrupted, this is a good example of a way of strengthening the team’s conditions. 

Project Manager 1 has also a strong focus on strengthening the conditions for the team, 

he wants to focus on making sure that the resources that the project uses are handled in 

Figure 33: The different perceptions of the organisational change from different levels of the organisation 
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a better way so that the project and its teams can work according to Lean. Team Leader 

2 on the other hand expresses a vision that he wants to make his team better by 

strengthening the conditions within the team, this could be considered a mix of 

strengthening the ability and the attitudes of the team (Savén, 2014). Project Manager 3 

expressed that he wants to work on strengthening all three conditions by focusing on the 

skills of the team members as well as noticing each individual and strengthen them 

personally in their work. Savén (2014) states that as a leader for a team the leadership 

should be performed by strengthening the three contributions: conditions, ability and 

attitudes. This means that a leader has a role that is divided, the leader needs to work 

with surrounding conditions that affects the team at the same time as he/she should 

strengthen abilities and attitudes within the team. What we can see from the interviews 

is that the Team Leaders and Project Managers are focusing on both result and 

relationships and by addressing leadership topics connected to contribution and care, 

such as feedback and visual planning we helped them acknowledge the importance to 

continuously improve (Savén, 2014).  

Through the coaching leadership we used in the workshop we helped the members of our 

pilot group to dare to implement and try new tools and methods in their teams and 

projects. We have tried to affect the individuals in the pilot group to achieve a group goal  

and from the interviews it can be seen that the pilot group thought that participating in 

the study was legit  which is in line with Howell and Costley (2001) definition of 

leadership. We used what Savén (2014) calls see the game, see the individual and see the 

root cause to find suitable examples and areas for implementation. The coaching 

leadership that was used during the workshop and in some aspects when talking to the 

Team Leader or Project Manager outside of the workshops could also be considered as 

situational leadership, since our approach has been to coach each pilot group member 

with respect to what problems they have wanted to discuss (Svedberg, 2012; Yemm, 

2012). One of the hardest things when implementing Lean is the knowledge on how to 

bring values and principles down to methods and tools to fit the organisation you are in. 

By providing methods and tools we have helped realised the Lean principles and values 

in the organisation (Modig & Åhlström, 2012).  

During the workshop the pilot group reflected on how they spent their time on different 

tasks and the fact that they spent little time on spreading and gathering information stood 

out. From figure 24 it can be seen that the employees at the two Divisions estimate that 

their closest manager spend about 17 % of their time respectively on spreading and 

gathering information. This difference could come from that transparency and 

communication within teams and projects are lacking. To be able to spread and receive 

information it is important to see the person, the game and the root cause (Savén, 2014). 

By doing this it enables to ask the right questions and give accurate feedback. The low 

frequency of distributing information from leaders could also be noticed at the feedback 

workshop as well as in the second questionnaire. 
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Project Manager 3 and Project Manager 4 expresses that they want to focus on working 

with implementing automated testing as a way to reduce waste and increase flow. Team 

Leader 2 on the other hand wants to focus on bringing his team together in the next year. 

This different areas that they want to focus on could be a result of that their projects and 

teams have very different history. Team Leader 2's team is new together while Project 

Manager 3 and Project Manager 4’s project teams has been working together for a much 

longer time. One reason that Team Leader 2 expresses that he wants to focus on getting 

his team together could be since his team is in a phase where problems surface and has 

to be dealt with, the storming phase or the control phase depending if you consider 

Tuckman's sequential model or the cyclic FIRO-model (Svedberg, 2012). Since the team 

are in this phase the team’s problems seem more important than a focus on a method to 

lower the amount of waste. The opposite can be said about Project Manager 3 and Project 

Manager 4’s project teams, they have instead reached the performing phase (Tuckman's 

model) or the openness phase (FIRO-model). Therefore they can focus more on the work 

the teams are performing and does not have to have the same focus on bringing the team 

together. This could be related to that they seems to perform a situational leadership that 

is adapted to the different phases a team goes through (Svedberg, 2012). 

5.2.1 Feedback 
In the questionnaire one part was focused on leadership and feedback since the focus 

from the management teams of the two Divisions were to create cross-functional teams. 

For cross-functional teams it is important to communicate and give feedback to be able 

to work close together, learn and solve problems fast (Jurado, 2012). As can be seen in 

figure 25 & 26 feedback is given seldom and mostly given during performance reviews 

from their manager or while working together with colleagues. Quite common is that the 

timespan between feedback sessions is a month or a week. Only around 20 % declared 

that feedback is given on a daily basis. This could be a consequence of the previous culture 

at the Divisions where people have been told not to take own initiatives and has gotten 

into trouble when not sticking to the bureaucratic process that was created several years 

ago. 

The members of the pilot group also pointed out the importance on giving and receiving 

feedback and they think that feedback as topic for workshop 2 was well chosen. This was 

a way of being reminded on the importance of giving feedback as a way to solve conflicts 

and improve the quality of the work done. The methods two stars and a wish and the 

sandwich method that was introduced to the pilot group seems to have sipped down to a 

few of the project- and team members, see figure 29. It is possible that some Team 

Leaders and/or Project Managers taught the methods to their colleagues or that they 

knew about the methods from before. This could be a sign of trying to increase the 

communication and feedback in the teams since the questionnaire showed that most 

people believe that they are better at giving feedback than receiving feedback, see figure 

27. The fact that most people think that they are better at receiving than at giving 

feedback could be a consequence of their lack of knowledge on how to give feedback in a 

way so that the receiver can learn from it or respond to it in a constructive way. The 
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employees also think that their closest manager is better at receiving than on giving 

feedback, see figure 28. This could be a consequence of lacking leadership and too much 

managing where the leader is not available and able to handle feedback. Savén (2014) 

means that attitudes, conditions and expectations are important to work with to have a 

good environment for feedback. Therefore it is important for the Project Managers and 

Team Leaders to work with these factors to enable feedback and Lean to be a part of the 

daily work.   

5.2.2 Visual planning 
A lot of teams have started to work with some visual planning and think that it aids them 

in their work Lean. Gingnell et al. (2012) point out that visual planning is an effective tool 

for Lean product development. According to Project Manager 1 he and the project 

members find visual planning useful in their way of working more Lean and Agile. From 

figure 21 it can be seen that the employees think that visual planning is a help for them 

with: planning, prioritising, communicating and working as a team. This has also been 

pointed out in other studies, visual planning help teams to communicate more, plan 

together and to get a picture over how their part of the work is connected to a larger 

picture and goal (Jurado, 2012; Savén, 2014). By introducing visual planning and daily 

stand-ups linked to the visual planning the hope was to create a base for the translation 

of Lean ideas and principles (Weick & Quinn, 1999). Also noticeable from the 

questionnaire is that a major part of the employees that does not use visual planning want 

to use it. This result shows that choosing visual planning as a topic for the first workshop 

was well picked at the time. Project Manager 2 who is in charge of a new project found 

the first workshop useful since he is able to create the visual planning in any way he wants 

and from there continuously improve the visual planning from the input from the team 

and project members over time. 

All the stand-ups visited in the study were answering the three questions what did you 

do yesterday, what are you going to do today and what obstacles do you meet (Gingnell 

et al., 2012; Jurado, 2012). The stand-ups that have been observed has all but one 

functioned well, in that case a team member seemed very distant from the rest of the team 

and were not participating in the team's discussion. For him the visual planning was not 

fulfilling any need and therefore the visual planning was unnecessary and the 

communication was very low which Jurado (2012) point out as a factor for success in 

using visual planning. 

5.2.3 Learning 
From figure 14, 15, and 17  it can be seen that learning is not seen as important for 

working Lean, it is however something that the employees want to prioritise on working 

with after the LSD workshop, see figure 31. During our study we have functioned as 

teachers using the workshops to raise the pilot group’s knowledge about topics 

connected to Lean and leadership because the Management Team found it good to have 

a forum for continuous learning. To achieve continuous improvement learning is of 

essence and the high priority of continuous improvement but no priority of learning is 
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contradictive and can become an obstacle when implementing Lean (Poppendieck & 

Poppendieck, 2013b; Womak et al., 2007). In the questionnaire we parted the subject’s 

continuous improvement and learning as choices of what Lean focuses on and what the 

team and projects are focusing on. As Poppendieck and Poppendieck (2013b) says: by 

amplifying learning continuous improvement is possible.  As can be seen in figure 14 and 

15 continuous improvements are found as very important in Lean,  but the idea of 

learning as a way to realise it is not seemed as so important.  

For the pilot group the workshops became a forum to exchange information and learn 

from each other. Since Poppendieck and Poppendieck (2013b) categorises learning as an 

important principle it can be considered as that the workshop has filled a purpose in the 

transformation to an Lean organisation. The pilot group appreciated the forum that the 

workshop provided so much that they would like it to continue in some form, this points 

towards an increased Lean mind-set (Poppendieck & Poppendieck, 2013b). To have the 

workshops or in the future another forum, where experiences could be exchanged and 

the group could discuss and take actions to implement changes in their respective 

projects and teams, would enable for the two Divisions to optimise the whole instead of 

sub-optimising in each project (Poppendieck & Poppendieck, 2013b). This could be 

beneficial for the two Divisions as local decisions are made and bigger actions are more 

visible and could have better spin-off effects. A continued forum for Team Leaders and 

Project Managers could increase the transparency between projects and affect the work 

culture. The forum would benefit to be held within small groups to enable divergent 

discussions (Ohlsson, 2013). 

In the evaluation interviews with the pilot group they all agree that have found it 

rewarding to be a part of the pilot group. They pointed out both the social factor as well 

as the new knowledge that they have obtained in the study. Both Team Leader 1 and 

Project Manager 1 pointed out that they found that the benefits, of getting to know other 

Project Managers and Team Leaders that work with similar projects and meet the same 

kind of problems, has been an important factor for their work. They mentioned that the 

study visit to Linköping brought them closer together since there was a lot of time to talk 

in the car to and back from the study visit. This social interactions are likely to have 

benefited from meeting at the previous workshops, in the way that it helped the group 

members to increase their comfort zone and arena towards each other (Savén, 2014). 

One reason for that the pilot group have thought their participation beneficial in the study 

could be that the dialogue that has been present at workshops and at the study visit has 

been more divergent than convergent. The way they have discussed their problems and 

reasoned with each other has mostly been in a divergent way where they have been open 

to each other’s and our ideas (Ohlsson, 2013). These divergent discussions could also 

have been a reason that several projects and teams started or changed their visual 

planning and that they have continued to discuss with each other outside of the 

workshops. 
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Together with small informal social interactions in corridors the study has opened up 

possibilities to share knowledge and learn within the Divisions. At the start of the study 

the pilot group was a group of people that was just brought together to communicate 

about something that they had in common (Svedberg, 2012). The pilot group has not 

become a team yet, but they have the potential to become one if more time and effort is 

spent on leading them forward in their work. The members of the pilot group is still 

getting to know each other and has not shown any signs of reaching the storming phase 

from Tuckman’s model or the control phase according to the FIRO model. 

5.2.4 Lean 
Lean is according to the employees at the two Divisions: elimination of waste, flow and 

continuous improvement and they believe that elimination of waste is one of the most 

important factors to work with, see figure 14 and 15. These factors match very well with 

Womak et al. (2007) four principles of Lean, the missing factor is communication. 

Communication is however something that the employees find that visual planning help 

them with, see figure 21. Since many of the projects now are using some kind of visual 

planning the communication should therefore increase (Savén, 2014). 

Project Manager 3's reflection about what Lean is for him is very interesting. For him 

Lean was a term that was absolute, either something was Lean or non-Lean. Now he 

thinks more of Lean as a philosophy to strive for, the work you do can be more or less 

Lean but as long you strive to improve and learn you follow the Lean philosophy. Weick 

and Quinn (1999) describe continuous change as something that is ongoing, evolving and 

cumulative; this fits with Project Manager 3's description of what he thinks Lean is. Weick 

and Quinn (1999) point out three factors for change to be continuous: improvisation, 

learning and translations. On the improvisation part we have noticed that the pilot group 

wants their projects to work with teams which plan and execute their work without all 

the time waiting for a manager to make the decisions. For example Team Leader 2 

expressed this feeling of wanting to empower the team, which according to Poppendieck 

and Poppendieck (2013b) is an important principle in Lean development.  

As can be seen in figure 32, 80% of the people believe that the LSD workshop will impact 

their way of working, points on the fact that the workshop was relevant and brought up 

new perspectives on how to deal with customers, product problems and the 

organisational problems. However that 20 % believe what they learnt at the workshop 

would not change their way of working, could mean either that they think that the mayor 

problems found at the workshop is more relevant for the organisation than for 

themselves as individuals. 

5.3 Method critique 
If the study were to be made again we would choose to send out the first questionnaire 
about Lean in the beginning of the study to be able to clearer see if a shift on attitudes 
towards Lean have changed over time. 
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The impact from the first questionnaire could have been different if it would have been 
sent out earlier, for example before the first workshop. The fact that we could not see any  
difference between the two questionnaires could point out that the questions were badly 
chosen and does not reflect the organisations thoughts or that there was too few 
respondents in the first questionnaire. 

It could also be good to only have Team Leaders or Project Managers in the pilot group to 
be able to see a clearer impact of the workshops in the different roles. 
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6 Conclusions 
  How can visual planning support team- and/or project leaders in a transformation 

into a Lean organisation? 

From our study it seems like the visual planning has been beneficial for implementing 

Lean into the two Divisions. Both the members of the pilot group and the other employees 

at the two Divisions find visual planning a helpful tool to work with factors such as 

planning, communicating, prioritising, improve flow and working as a team. Visual 

planning has helped on providing a situational awareness to the teams and projects on 

how their work according to lean is progressing. Since Womak et al. (2007) describes 

communication, teamwork as two important principles in Lean the visual planning could 

be considering to aid the implementation of Lean in the organisation. They find visual 

planning as helpful to work with flow and since this is the main topic in Lean it can 

definitely be seen as that the visual planning is helping the transformation into Lean 

(Gingnell et al., 2012).  

It has also helped the Team Leaders and Project Managers to support the transformation 

into working in a new way. The visual planning functioned as a way of sensemaking of 

the leader’s visions. The visual planning functioned as a translation of Lean into the 

organisation and made it visible to the employees at the two Divisions that the new way 

of working according to Lean had started (Weick & Quinn, 1999).  

 What impact does a coaching leadership have on other leaders to a Lean/Agile 

leadership?  

The members of the pilot group express that they found the workshops rewarding. In 

how both the material that was brought up together with how the workshops were 

executed. To have a reminder of different topics connected with discussion points helps 

with the connection from theory to practice.  

The coaching leadership that we provided to the pilot group have helped them with 

implementing the Lean visions and principles into concrete methods and tools that are 

fitted into the pilot groups every day work. 

 What impact does a coaching leadership have on project teams? 

One member of the pilot group thinks that the workshop on the topic of feedback was 

most rewarding since he was reminded of the importance of coaching his team. The fact 

that the employees wants their closest Team Leader or Project Manager to be more of a 

leader than an administrator also points on the importance of using a coaching leadership 

as a tool to lead the projects and team members towards a well-functioning team. The 

fact that the members of the pilot group would like the topic of leadership and feedback 

to be discussed further if the workshop forum would continue is also pointing on that 

they find it important to have a coaching leadership.  
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 What possibilities or obstacles do Team Leaders and Project Managers find with 

working according to Lean? 

Throughout our study we have paid a lot of attention towards the obstacles mentioned at 

the workshops to help the Team Leaders and Project Managers from our pilot group. 

What we found in the interviews was a need to increase the transparency between the 

Management Team and the rest of the employees at the Divisions, to be able to strive 

towards the same goals and help each other instead of working against each other. In the 

questionnaire the trend on work with visual planning, teamwork and elimination of 

waste is in line with the vision to implement Lean. The uncertainty on how to do it leaves 

an insecurity with the Team Leaders and Project Managers. The Management Teams have 

however left this freedom to the teams and projects since they believe that it is important 

to empower the team and projects. So from the Management Teams it is seen as 

possibility and from the levels below it is considered as a hindrance because of the 

insecurity.  

There is a will to change and improve within the Divisions but there is a lack of conditions 

to do so which is tied to the old way of managing the organisation and organisational 

steering on higher levels. 

 

 

What impact does leadership have in a transformation into a Lean organisation? 

The final conclusion is that a transformation with a well-functioning leadership on all 

levels will make progress. However if the leadership is lacking at some levels of the 

hierarchy the transformation is bound to progress slower, this was seen from the lack of 

communicated leadership from the Managements Teams at the start of this study. To help 

the transformation process there needs to be a focus on evolving the leadership and not 

just on how to work differently with the product and change the organisation. 
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6.1 Recommended further studies 
Through our conclusion and observations at Saab we believe that further studies are 
possible to do at these two Divisions as well as doing comparing studies at other 
companies. Recommended topics or research questions could be: 

 What effects does a similar action research have on companies in other stages of 
their implementation of Lean? 

 How does Project Managers find that coaching leadership affect them? 
 How does Team Leaders find that coaching leadership affect them? 
 What is the objective of a Team Leader in a Lean organisation? 

o This could be done by doing a comparative study between different 
companies working Lean. 

o Or could be done by action research with Team Leaders to help them define 
their roles. 
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8 Appendix 

8.1 Appendix A - Workshop plans 
In this section we have the plan for the workshops but with added comments and results 

from the workshop. 

8.1.1  Appendix A1 

Workshop 1 - Visual Planning 
The purpose of the workshop concept: 

 Mix of teaching and discussing 
 Learning from each other 
 Task to perform with the team or project group 
 Evaluating and trying new things in a controlled way 

   

Why Lean and what is it about? 

 Teamwork 
 Communication 
 Efficient use of resources and elimination of waste 
 Continuous improvement 

Their responses 

(Common sense 

Continuous improvement 

Finish what you started 

Flow 

Start->goal, finish small stuff 

Skip the overhead 

Less is more 

 

 
  

Visual Planning, how does it fit together with a Lean and agile mind-set? 

 Short iteration cycles 
 Increase communication 
 Memory 
 Learning from each other 
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 Openness  

 Clarity 
 Teamwork 
 One thing at the time 
 Common sense 
 Find problems 

 

Task 1: Explain to the rest of the group how you use or have used visual planning and your experience 

from it. Draw a sketch of your VP and give yourself one positive and one negative feedback. 
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Task 2: Discuss:  "How can you change your V.P. or introduce V.P. in your project/team?"  

Make a plan: Start with daily stand-up where the new concept is being tried out. 

Feedback on the other participants V.P.  

How to follow up the teams in your project? 

Retrospective look on VP and the task in the project, add a valued-lane on the boards? How often? 

  

  

 Task 3: Start with daily Stand-up in the teams/projects 
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Their visual planning boards: 

  

Team Leader 2 

 
  

  

Project Manager 3  

 
Team Leader 1 
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Emma Martinsson/Anna Furin 

  

 
  

 

Project Manager 1 

  

 
  

Project Manager 2 
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8.1.2 Appendix A2 
Workshop 2 - Feedback 

Link to the film Austin’s Butterfly. 

https://www.youtube.com/watch?v=hqh1MRWZjms 

Questions to the movie:  

 How does Austin manage to paint such a nice butterfly? 

 How many iterations are made? 

 What kind of feedback do the kids give? 

 What purpose does Austin have? 

 How does Austin progress? 

 What is your butterfly? 

 How do you work to improve it? 

 What are your problems and what arrangements do you do to solve it? 

 What methods do you know on how to give feedback? 

Feedback: 

+ And - 

Why? 

Feedback is to show people how to be not what to do 

How? 

One method is: 

1. List your observations 

2. Express your emotions  

3. End with a suggestion 

https://www.youtube.com/watch?v=hqh1MRWZjms
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Context 

Positive feedback is good to give among others. Negative feedback on the other hand 

should be done privately. Phrase your feedback accordingly to what behaviour you want 

from the recipient. 

Feedback staircase 

 

Problem 1: Stand-up meeting, one team member is always on his phone in the meeting. 

How to deliver the feedback on this? 

 Stop being on your phone all the time during the meeting! 

How could the reaction be and how should we present the feedback instead? 

Problem 2: If a person automatically response with a negative attitude, how to turn it 

around? 
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8.1.3 Appendix A3 
Workshop 3 – Leadership and management 

Discussion 1: 

Savéns book –LedarSteget 

Why did we choose leadership as a theme? 

Their thoughts about the material that they have read. 

  

Work role and work 

Discussion 2: 

What do you think about your role and way of working? 

  

Follow-up questions and things to fill up with in the discussion  

What is a project? 

 (often) a specific task 

 To be performed within a given time 

 (often) to a specified cost 

 To the right quality 

  

Discussion 3: 

What is included in a project-/team manager’s role? 

 Time planning 

 Allocates workers to the project 

 Follow-up 

 Cost follow-ups 

 Writes project meeting protocols 

  

On what do you spend your time? (Estimate in percentage) 

Estimations from a Project Manager at Saab  

 Follow-up 20% 

 Information 30% 

 Information search 20% 

 Planning 10% 

 Reporting 10% 

 Customer contact 10% 

 

This is good management tasks, what are leadership tasks? 

Think of Scrum-cycle from Gripen 

Keywords to Scrum-cycle: 

Do not lose the perspective: Visualize short- and long-term goals and make sure that 

people see their part in the whole picture. 

Keep calm! 

By solving 1000 of problems we get 1 great product. 
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How big is the project and depending on your position what can you do? 

Small projects - often a part of the project, manages, leads and is doing work 

contributing to the product 

Top of a middle project or middle in a large project - managing and leading the group by 

coordination of activities, handling changes and prioritizes.  

Top of a large project - starts and stops activities, goes to meetings, changes personnel 

and have individual meetings 

 

Communication and information:  

Discussion 4: 

"Everybody is wondering what is happening but no one remembers what you said" 

"It is if the receiver understands that will determine if you succeed or not with the 

project" 

  

How do you minimize the first statement and maximizes the second statement? 

 Verbal information 

 Written information 

 Follow-up written information with verbal 

 Repeat and confirm 

  

Follow-up questions and things to fill up with in the discussion 

All are individuals, how do you respond to every one and how much time do you 

spend on your feedback per individual?  

Leadership and individual treatment for building visual planning that works! 

If you have a competitive person who loves to move their Post-it note and love to stand 

by the visual planning board and another person who hates to be compared and dreads 

the daily stand-up meeting.  

 

How do you respond and treat these differences so that both can have a meaningful 

daily stand-up?  

Most people want attention… 

…but some does not want to be disturbed. 

 

Some are information addicts… 

…but others do not care about things that are outside of their work tasks. 

 

Some are driven by inspiration… 

…others keep the same pace no matter what happens.  

 

Some people are competitive… 

…others hate to be compared and get stressed out by goals. 
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Everyone wants to feel that they have success! 

 

To lead individuals in a team: 

 Beginners – what and how. 

New at work, has a full Schedule to complete his/her part of the tasks. Needs 

leadership and detailed follow-up.  

 Average experienced – what and when it should be done. 

People who have been working for a while and know how they work, they need 

help on how to plan their time.  

 Experts – what and why they should do it. 

They are being used when confusion on how something should be done. They 

bring out their own methodology and way of working.  

  

A good craftsman cheats on the right things - and – need to cheat on the right 

things… 

If you don’t cheat on the right things you will never be done within given time and 

budget 

You will never be able to do everything by the book; you have to focus on the things 

that are necessary and give visible use. 

 

What to do on the next workshop? 

How to get to Linköping for the study visit? 
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8.1.4 Appendix A4 
Workshop 4 

Impressions and thoughts from the visit to Linköping 

What was the best with the study visit? 

What could have been better during the visit? 

What did you miss during the study visit? 

What do you bring home from the visit that you are going to work more on? 

Group process 

How does a group become a team? Why does not all groups become teams? 

 

FIRO-model 

 Tuckman´s sequential model 
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Retrospective on the workshops 

Post-it method: 15 min 

Each previous workshop plan will be printed and posted on a wall. Each member of the 

pilot group will then get two different colours post-it notes that they will attach to the 

different workshop. Green with things that is good and red/orange for things that could 

have been improved. 

The last 5 minutes will be spent on getting all the comments together and see how they 

differ and evaluate the comments.  

From here and further? 

How to continue with the pilot group 

The things that were missed from the first workshops what would you like to continue 

to discuss? 

Do the pilot group want to continue to meet? In what way and how often? 
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8.2 Appendix B – Interview questions 
1. What do you think is the reason for you being chosen to participate in the study? 

a. How did you feel about this at first? 

b. What expectations did you have on the workshops? 

c. How have we lived up to your expectations? 

d. What workshop did you find most valuable and why? 

e. If any of the workshops had extra time or another occasion, which one 

should that be and what should have been discussed? 

2. What have you changed after what was brought up at the workshops? 

a. Do you think that you team/project feel any difference? 

b. Did you get any feedback from the team/project? 

3. How would you describe your leadership style? 

a. What parts of the workshops have contributed to changing you leader 

style or reflecting upon it? 

b. In what way? 

4. What is Lean for you? 

a. Have you changed your thoughts about what Lean is over the time period 

we have been conducting this study? 

b. What benefits/disadvantages do you find with using visual planning? 

c. What do you bring back from the LSD workshop to work with in your 

team/project? 

d. Did the workshop confirm or reject your thoughts about Lean software 

development? 

e. Did our workshops contribute to grasping the material at the LSD 

workshop? 

f. In what way? 

g. Do you think that your team /project was ready for the material at the LSD 

workshop? 

5. How do you think the work in the pilot group has worked? 

a. Have you used the other members of the pilot group outside the study? 

b. In what way? 

c. Would you like a similar forum to continue at C2S? 

d. What questions would you like to continue discuss? 

6. If we were to return in one year, what has happened at your project/team? 

a. What would you be most proud about to have achieved? 

 


