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Abstract 

 

Visualization is a lean tool and in order to strive to become a lean company applying the 

lean philosophy in all these parts of the organization is necessary. A company that does 

not understand the philosophy and culture behind lean production, even though applying 

lean tools, is not a lean business and has a long way to production excellence.  

Implementing and becoming a visual organization means change which includes the 

organizational culture, collective attitude and beliefs. The difference between success and 

failure is about the ability to provide knowledge, information and to create prerequisites 

for participation and engagement at all levels in the organization with a clear and direct 

leadership.  

 

In many companies communication is lacking sufficient and official channels, and the 

inadequacy in the information systems are usually due to functional thinking and strict 

boarders at all levels in an organization. New ways of communication are the result of 

process orientation, demanding new prerequisites for information systems which 

companies needs to develop and thus become more visual. Knowledge and information 

needs to become more accessible and objective in order for decision to be taken based on 

facts not be the result of interpretations of reality. Visualization enables people to see and 

develop an objective and common reality. It further contributes to the organizations 

ability for improvement and aligns the employees to fulfill the overall business objectives 

and strategies. 

 

The Company in this case that wants to be anonymous will further be called Company X. 

Company X objective is to develop a visual communication system to increase the 

information sharing and flow throughout the organization. However, this is not an easy 

task and many companies lack sufficient prerequisites to carry out a successful 

implementation. The research result at Company X has in this study shown weaknesses in 

core areas as in clear and direct leadership, vision and strategy development and 

communication as well as a low level of knowledge transformation at all levels in the 

organization in order to create engagement for the change process which an implemetion 

of this kind is. 

 



Sammanfattning 

 

Visualisering är ett lean verktyg och i sträva att bli ett lean företag måste lean filosofin 

tillämpas i alla delar av organisationen, vilket är en nödvändighet. Ett företag som inte 

förstår filosofin och kulturen bakom lean produktion, trots att man tillämpar lean verktyg, 

är inte ett lean företag och har en lång väg från optimering av produktion. 

Förutsättningarna att bli en visuell organisation innebär förändringar som omfattar 

organisations kultur, kollektiva attityder och föreställningar. Skillnaden mellan framgång 

och misslyckande handlar om förmågan att ge kunskap, information och att skapa 

förutsättningar för delaktighet och engagemang på alla nivåer i organisationen, detta 

genom ett tydligt och direkt ledarskap. 

 

Kommunikation på många företag saknar ofta tillräckliga och officiella kanaler och 

bristen på information beror många gånger på funktionstänkande och strikta gränser, på 

alla nivåer i organisationen. Nya sätt att kommunicera är resultatet av processorientering 

vilket krävs för att företag ska kunna skapa förutsättningar för informationssystem och bli 

mer visuella. Kunskap och information måste bli mer tillgängligt och objektivt för att 

beslut som är baserade på fakta och inte på tolkningar av verkligheten ska kunna fattas. 

Visualiseringen möjliggör för människor att se och utveckla en objektiv och gemensam 

verklighet. Detta bidrar till organisationers möjlighet till förbättringar och möjlighet för 

de anställda att uppfylla de övergripande affärsmålen och strategierna för organisationen.  

 

Det studerade företaget som valt att vara anonymt kommer hädanefter kallas för Företag 

X. Företag X målsättning är att utveckla ett visuellt kommunikationssystem i syfte att öka 

utbytet av information och dess flöden . Men detta är inte en lätt uppgift och många 

företag har inte tillräckliga förutsättningar för att kunna genomföra en framgångsrik 

implementering. Resultaten från studien på företaget X visar på svagheter inom 

kärnområden som ett klart och tydligt ledarskap, utvecklandet och kommunikationen av 

vision och strategier samt en låg nivå rörande kunskapsspridandet på alla nivåer i 

organisationen för att skapa engagemang för förändrings process som en implementering 

av detta slag innebär. 
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1 Introduction 

The introducing chapter will provide a background to the study as well as give an 

introduction to the topics problem definition. The background is describing why the 

problem is relevant and highly current while the problem discussion works as the 

foundation for my purpose and research questions. 

 

1.1 Background  

In a market that has become more global but also more volatile and in constant change, 

there is a demand for companies to become more effective, flexible and agile 

(Christopher, 2005). Companies need some sort of lean program in order to become more 

competitive (Liker, Morgan, 2006). This is creating increased demand on individual 

companies to redesign and develop strategies for increased competitiveness through 

increased synchronization of information (Christopher, 2005).  

 

In the beginning of the 1990´s Womack et al. (1990) introduced Lean and essentially 

Toyota as a model for it, in The Machine that Changed the World. It was based on a 

research project initiated by Massachusetts Institute of Technology (MIT) and business 

people from 14 countries participated in the project. The result was published in the 

report, The Machine that changed the World, describing how the Japanese car industry 

out performed both the American and European manufacturers in every part of the chain.  

 

The implementation of lean production is challenging and includes major organizational 

changes which may be difficult to realize (Karlsson, Åhström, 1995). However, most 

companies fail with their efforts to implement lean production because of a limited 

approach to the philosophy that do not give sustainable improvements and create a true 

learning culture (Liker, Morgan, 2006). Challenges lies in understanding the philosophy 

behind lean production and make it an integrated part of the organization that influence 

the ways the organization conducts their daily business. Toyota Production System, TPS, 

is a system approach, integrating people, processes, and technologies and must be 

approached as a continual, comprehensive and coordinated effort for change and learning 

across the whole organization (Liker, Morgan, 2006).  
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Part of becoming lean is to exploit all parts of an organization, making all different areas 

visible and accessible for all employees at all levels in the organization. Through 

visualizing information in the organization co-workers has the possibility to act 

proactively to reach the goals of the organization only by having first hand and accessible 

information that gives them the power to make a difference (Eriksen et al. 2008). 

Visualization improves knowledge at all levels in an organization, thus enabling 

innovation which is a competitive advantage (Eppler, Burkhard, 2007). Knowledge 

visualization, hence visaual communicatuion aims to create, access reference or transfer 

insights, experiences, attitudes, values and perspectives for someone else to re-construct 

and apply theses knowledge’s, thus being spread throughout the organization (Eppler, 

Burkhard, 2007).  

 

However, in order to develop a state of communication flow and visibility a company 

needs to have developed certain prerequisites and ability to lead change towards a Lean 

enterprise (Smeds, 1996). Participation in redesigning and developing new structures at 

all levels is one key principle which creates engagement and likeness to jointly develop 

solutions minimizing resistance to change (Smeds, 1996; Senior, Fleming, 2006).  

 

However, according to Worley and Doolen (2006) few studies have been made on the 

subject of organizational communication and the success or failure of lean 

implementation. Lean production and quality related issue has been a central in my 

studies and I during these years I developed a genuine interest in the Lean philosophy and 

related topics. When given the opportunity to do an internship at Company X last 

summer, getting to know the organization and during that time being offered to do my 

final paper for them, the choose of subject was clear to me; Many are the companies 

struggling to implement Lean and lean tools as visualization with little success, which is 

of interest for me as well as for the limited research that exist of visual communication 

implementation..  

 

1.2 Problem Definition 

In the West, Lean has become synonyms with lean tools like 5S, Just-in-Time and 

Kanban and is usually classified as a production strategy (Bhasin, Burcher, 2006). 

However, the name Lean manufacturing or Lean Production is misleading, thus it is a 

management philosophy that concerns all the work in an organization (Womack, Jones 

2003; Petersson et al. 2008). Bhasin and Burcher (2006) also states that lean often is 
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viewed as a process rather than a philosophy in organizations. Further they are referring 

to Mora (1999) who states that a broad spectrum of tools and techniques are available but 

yet about 10% of the companies succeed with the implementation of lean practice. In 

research, the main reason to this seems to be how organizations tend to view lean, as a 

process or a strategy rather as for a philosophy. 

 

The increased demands from customers and more competitive markets has led to a desire 

to produce more efficiently and to deliver products more quickly with a high levels of 

quality to as low costs as possible (Christopher, 2005). How information is organized for 

accessibility is the most distinguishing feature for visual communication according to 

Greif (1992) who further states visualization promotes greater efficiency which is needed 

in factories today. Implementing a visual system which is part of the lean philosophy, is a 

strategically important work, a long-term perspective and endurance are important to 

succeed. It further takes cross-functional cooperation, coordination and cross-functional 

thinking throughout the whole organization to realize it (Greif, 1992, Bicheno, 2009).  

 

As a part of the lean work at Company X, they have initiated an implementation of 5S 

and their own production system based on TPS, to increase the focus on improvements, 

the level of communication and information flow internally. The aim of the production 

system and 5S are to visualize problems and standardize work in order to improve the 

processes to seek increased profitability. This is further also a step towards making 

information reachable and assessable for everyone in the organization to gain a 

competitive advantage through fast and secure information and knowledge transformation 

through all parts of the organization. The information is to help the organization and its 

co-workers to see what is really is in front of them and take responsibility and actions to 

continuously improve and develop.  

 

However, the implementation of the production system and 5S has not had the effect on 

some parts of the organization as desired and there seem to be a slow development and 

understanding to the initiations form top management level. To speed the process and 

reach increased profitability the organization might have dismissed the importance of 

basic prerequisites for successful implementation by developing and communicating 

shared visions and strategies to the employees in the organization and manage change 

through clear and strong leadership.  
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1.3 Purpose  

The objective is to investigate prerequisites for a successful implementation of a visual 

communication system in a production environment. Further it will at the same time give 

answer to what effects a visual communication might have on the organization as a 

whole, because of the interrelationship between prerequisites and effects of visualization. 

The Case study will be done at a Swedish global industrial company.  

 

 In order to be able to reach the objective of this paper and the purpose I have posed the 

following research questions:  

 

- What is visual communication?  

 

- Prerequisites for visual communication to work and become an integrated part of 

the organization? 

 

- Factors that effects an implementation of Visual communication at Company X. 

 

- What can visual communication contribute with to Company X? 

 

1.4 Research Limitations 

Limitations in this research have mainly been concerning limitations on existing research 

on visualization and visual communication implementation which Worley and Doolen 

(2006) are supporting.   

 

1.5 Disposition 

Chapter 2, Method   

The purpose with this chapter is to describe the proceedings and approach taken in order 

to require knowledge and information to conduct the research. This chapter is about what 

kind of strategies and approaches I used to reach my purpose.  
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Chapter 3, Theoretical Framework  

This chapter presents the theoretical framework used as a foundation for the case study. 

The theory that is described and interconnected to the prerequisites which the study is 

built on is used as support for the empirical framework. Hence, this chapter is of 

importance for the upcoming analysis in chapter 5, were the results of the study are 

presented and analyzed in relations to the theoretical framework. 

 

Chapter 4, Empirical Framework  

This chapter summarizes the empirical investigation that has been conducted at the case 

company. The analysis is based on the findings at a specific factory at the plant in order 

to be able to narrow the case down within the timeframe for the theses.  

 

Chapter 5, Analysis Model  

In this section the empirical findings from the case study and the specific factory, will be 

analyzed through a mode that is developed and based on theoretical findings. Each step 

will separately be discussed in order to come to a final conclusion in chapter 6. 

 

Chapter 6, Conclusion   

In this chapter the findings, based on the analysis model, will be further presented 

and specified to finally make a conclusion based on the expressed research 

purpose. 

 

Chapter 7, Suggestions to Company X  

This chapter specifies some suggestions for the case company in order to develop 

prerequisites for a successful implementation of a visual organization. 

 

References    

In this section I am specifying all the sources that have been used during this 

research, literature, scienctifical papers and journals as well as the interview that 

been done during this period of time. 
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2 Method 

The purpose with this chapter is to describe the proceedings and approach taken in order 

to require knowledge and information to conduct the research. This chapter is about what 

kind of strategies and approaches I used to reach my purpose.  

 

Scientific method is the discipline which forms the foundation of modern scienctifical 

enquiry (Walliman, 2008). In this section I will describe what procedures I have taken to 

conduct my research and answer the research questions that I posed. More specifically 

this means a review of the work procedure concerning literature, interviews, case study 

and the articles and other sources I used for this research. The method used is an 

inductive approach which is the process of using observations and collect data in order to 

seek irregularities and generate principles about the research subject. Inductive reasoning 

can neither be valid or invalid but can on the other hand be evaluated on the strength of 

the support, the stronger support the more likely that the conclusion might be true 

(Walliman, 2008).  

 

There is a chance of subjectivity within the area of the case study due to the research 

author´s history at the case company as an intern. However this could also contribute to a 

deeper understanding and knowledge about the company, its individuals, the culture and 

its systems. I have been making an effort to keep an objective standpoint but it is 

impossible to say this has not been affected by subjective values and the relationships at 

the company.  

 

2.1 Data Collection 

To be able to answer the posed research questions as well as for the scientifically 

perspective of the research it was necessary to conduct a data collection. The process of 

collecting and searching for data is based and guided by the type of method used 

(Walliman, 2008). It is further of great essence for the research to have reliable and 

trustworthy data. Researcher may only know roughly in advance what he/she is looking 

for.  

 

There are many possible ways to collect data for the research and based on the type of 

research, which is of qualitative character, I choose to collect my primary data by 
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conducting interviews. According to Walliman (2008) are interviews suitable for 

qualitative research. The face-to face interviews have been carried out in a semi-

structured character in order for the respondent to develop the answers further the 

interviews have been strengthen by informal discussions that was undertaken during the 

research period. Further I also have taken an observational role to see and better 

understand the reality, during these observations I also had informal discussions and 

conversations with people I met. I have further done an extensive literature review to 

establish a genuine knowledge in the research that there is. The research is based on a 

case study at a Swedish global industrial company and it further has been delimited to a 

specific part of the plant because of limitations in the time-and resource frame.  

 

2.1.1 Literature review 

A literature review is a collection and/or an overview of the knowledge within the field 

that is related to the research (Walliman, 2008). The literature overview should contribute 

to the general knowledge within the field of the subject that has been studied. To be able 

to focus and narrow the study down, there is a need to create a picture of the research and 

examine what knowledge there is within the field which means extensive studies need to 

be done. A literature review means that you in a research situation seek knowledge and 

information from different sources in a attempt to make a summary of what is 

documented within the field of the specific research problem (Ibid.) Further it is 

important this is made thoroughly hence it will be the foundation for the result of the 

research and there for need to be based on reliable sources.  

 

A literature review is seldom covering the whole field but gives an adequate picture of the 

research done in the field. The purpose is to give a sufficient picture over the knowledge 

and research- or problem area but it also gives a picture over earlier results found by 

previous researchers as well as to set out the direction for the scienctifical contribution of 

the research (Walliman, 2008). A further purpose is to develop arguments that lead to the 

actual proposal of the research problem. As a researcher it is important to take a critical 

approach to the material that is reviewed. As a researcher one can get help to make 

limitations as well as find a problem area for the research (Walliman, 2008).  

 

For this specific research I have used printed literature like articles, reports, essays and 

books. To find the appropriate secondary sources I have made searches in the library 

database of University of Gävle. I have been using  the database Emerald and Google 

Scholar to search for scientific articles and journals and used search words like; visual 
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communication, visual workplace, visaual management, manufacturing performance, lean 

production, and change management. 

 

2.1.1 Interviews 

This paper is based on qualitative research carried out at the case company´s head plant 

for a specific business area in Sweden. I have conducted interviews with employees at 

Company X from different levels in the hierarchy; management group, middle 

management, division and production managers and other production employees as 

planners and technicians. Further I am so carried out six interviews with employees from 

the investigated factory.  

 

Each interview was lasting for about 45 minutes to almost two hours, and some of the 

persons that were interviewed I had discussions with more than once but under more 

unstructured and informal circumstances. Further all interviews were taped in order to be 

able to go back and check the notes that were taken during the interviews. After each 

interview I written down what had been discussed using the notes taken and the tape 

recorder as a backup so nothing would be confused or lost. This was done to increase the 

validity of the interviews. 

 

2.1.2 Case study 

Within the research method for qualitative research, case studies provide a systematic 

way at looking at the subject for research as well as it gives a structured way to collect 

and analyze data and information. This type of research method gives a greater 

understanding for why things might be as they are and it further gives a deeper 

knowledge of the context which is of great importance for the result and future research 

(Walliman, 2008). For about ten weeks during the spring 2009 I have been with the case 

company each week to conduct interviews and study the day-to-day work, interacting and 

discussing with employees at all levels in the organization. This has been done to better 

understand how the organization communicates and how information and knowledge are 

spread and interpret by its employees. The case study also meant to gain knowledge in 

how the implementation of the company´s production system and 5S were implemented 

as a step to work to become a lean organization.  
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2.1.3 Observation 

Walliman (2008) is describing observation as a method that records conditions, events 

and activates through the involvement of the researcher. It can be used in both qualitative 

and quantitative data collection. This is done in a non-inquisitorial way, the researcher 

takes and detach stance to phenomena and the objective is for him to be invisible. The 

observations have been possible to conduct through the possibility for the researcher to be 

part of the daily work at Company X. I further hade the possibility to get a deeper 

understanding and assessment of the organization because I already had spent ten weeks 

at the company during an internship in 2008. This gave me the ability to better make an 

analysis and understand the current situation from which I could draw more valid 

conclusions in my final analysis.  

 

2.2 Qualitative and quantitative Method 

The type of data that is found in a research is based on the type of data that the researcher 

is looking for as well as for the type of method used to collect them (Walliman, 2008). 

Qualitative research on has its origin in the hermeneutic and phenomenology, it has to do 

with people and their activities and is strongly connected to the idea about how the world 

is disposed. It is concerned with creating a deeper knowledge for the researched 

phenomenon and the result is based on experiences made. Qualitative research sees the 

world from a subjective point of view whilst it does not believe there is an objective 

world that can be explained with statistics. It is then not concerned with statistical 

variables that can be quantified but seeks to finds the essence or quality of what has been 

researched from a historical and cultural context (Walliman, 2008.). Qualitative research 

tends to be unstructured, allowing getting close to the subject to collect reasons, fertile 

data to enable the development of a social construct through the dynamic process of 

research as Walliman (2008) states. 

 

On the other hand a quantitative approach is objective and an efficient method to test 

hypotheses through the measurement and structured ways of collecting data. The 

quantitative approach begins with concepts and theories and tests them in a rigorous, 

structured way with the result that they supported, amend or rejected (Walliman, 2008).  
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The reasons why I choose to primary take a qualitative approach in my research is that it 

is about people and the context is of importance in this case, effected by both historical 

and cultural aspects. 

2.3 Validity 

The validity of the research that has been done is based on the ability to judge or detect if 

there is as logical structure in the argument which is based on the consistency of the 

rezoning (Walliman, 2008). It is the chosen method´s ability to measure what is was 

intended to measure. However the validity can be threaten by factors affecting both the 

internal and external validity. The internal validity and the external validity are the 

operational definitions ability to measure what it was intended to measure and internal 

validity is the coherence between the theory and the operational definitions (Ibid.).  

 

The validity of this research has been increased due to the process of interviews and the 

feedback from the respondents that went through the answers from the interviews in order 

to see if there were any misunderstandings. It was further strengthen by the opportunity 

for me to be at the company full-time during this whole process, observing, discussing 

and taking part of the daily routines and work procedures. 

 

2.4 Reliability 

Reliability is in relation to human perception and intellect, the power of memory and 

reasoning to organize data and ideas to promote understanding (Walliman, 2008). To 

increase the reliability of this research I recorded all official interviews to minimize 

misinterpretations and errors that could have been made in the notes taken. Each 

interview was summarized right after it was finished in order to increase the level of 

reliability.  However, due to the qualitative approach analyzed on observational data and 

daily presence Company X and the chosen factory of the plant, it might have lead to a 

level of subjective interpretations and analysis.  

 

The level of reliability is increase due to the fact the same person has been conduction all 

interviews and the interview method has been following the same pattern but been of a 

semi-structured character to make the respondent more open and not being directed or 

influenced by me. 
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During the writing process the work has been review and commented by my tutors and 

examiner however they have not demanded any changes in order for the findings and 

conclusion to the research to be challenged which according to Walliman (2008) is 

important for the reliability of the research. 

 

2.5 Generalizabiity 

According to Walliman (2008) generalizability is the assumption that there can be valid 

relationships between the particular cases that are investigated by the researcher and other 

similar cases in general. The findings of the case study at Company X are generalizable, 

the existing research is on implementations difficulties and change management shows 

other similar cases of problems. Prerequisites for implementation are general but different 

companies may be at different starting levels.   
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3 Theoretical Framework 

This chapter presents the theoretical framework used as a foundation for the case study. 

The theory that is described and interconnected to the prerequisites which the study is 

built on is used as support for the empirical framework. Hence, this chapter is of 

importance for the upcoming analysis in chapter 5, were the results of the study are 

presented and analyzed in relations to the theoretical framework. The analys model in 5.1 

is summing up the central factors based on the theoretical framework to conduct an 

analysis of the empirical findings.  

 

3.1 Lean Production- Background 

In the beginning of the 1990´s that Womack et al. (1990) introduced Lean and essentially 

Toyota as a model for it, in The Machine that Changed the World. It was based on a 

research project initiated by Massachusetts Institute of Technology (MIT) and the 

program was called IMVP; International Motor Vehicle Program and researchers. 

Business people from 14 countries participated in the project and the result was published 

in the report, The Machine that changed the World, describing how the Japanese car 

industry out performed both the American and European manufacturers in every part of 

the chain. Even though it has gone almost 20 years since the introduction to lean, Western 

companies have a lot to learn from the pioneers when it comes to organizing and manage 

its whole organization and its supply chains as well (Womack, Jones, 2003) Western 

companies have since the second world war basically been challenging manufacturing 

methods often trying to benchmark what Toyota are doing (Nicholas, Soni, 2006).  

 

Lean production originates from the Japanese production philosophy pioneered by Toyota 

and driven by Taiichi Ohno, Eiji Toyoda and Sheigo Shingo after the Second World War 

(Womack, Jones, 2003). Toyota developed the Toyota Production System, TPS, which is 

a socio-technical system that involves a management philosophy and tools. The system is 

based on just- in- time production but further developed by the quality guru W. Edward 

Deming, the developer of the PDCA-cycle for continuous improvements from United 

States as well as for the work by Henry Ford. The most common association to TPS made 

is the thoughts about Muda which is waste, and refers to any human activity that does not 

create any value for the customer but still consumes resources (Liker, 2004; Womack, 

Jones, 2003).  
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Lean thinking concerns the whole organization and cannot be isolated only to production; 

the principles must be extended and include all parts of an organization (Liker, Morgan, 

2006). The success of Toyota, according to Liker (2004), concerns the implementation of 

lean tools as 5S, JIT, Jiokoda, andon and many more, which lies in the philosophy behind 

TPS and The Toyota Way. However, lean is more than just a set of tools and methods and 

needs to be viewed from a total approach;  

 

“Lean is not about imitating the tools used by Toyota in a particular manufacturing 

process. Lean is about developing principles that are right for your organization and 

diligently practicing them to achieve high performance that continues to add value to 

customers and society. This of course, means being competitive and profitable” (Liker, 

2004, pp .41). 

 

A company´s success emerges from the individuals that work in the company, it emerges 

from its ability to lead, arrange for teamwork and develop an appropriate culture that 

supports its means (Liker, 2004). But it also emerges from the ability to develop and 

maintain relationships internally as well as externally with suppliers from where they 

seek, exchange, transform and adapt gained knowledge (Ibid.). The philosophy is based 

on an understanding of people and what is motivating them. Lean is a philosophy, a way 

of conduction that focuses on increasing the productivity with the goal of increased 

customer satisfaction. It provides a greater understanding for all parts of the organization 

which contributes to a holistic perspective and ability to discover limitations and 

possibilities to improve (Petersson et al., 2008). 

 

One of the main mistakes made concerning lean implementation is the misperception that 

lean is about downsizing to become more ”lean” but the perception that becomes the fall 

of many companies is the belief Lean production is an isolated production tool and a 

process (Emiliani, Stec, 2005, Bhasin, Brucher, 2006). The essence of the philosophy and 

the tools is to simplify work and the workplace in to improve quality and eliminate non-

value adding activates, only focusing on those that created value for the customer.  

Further it is as much about people, helping and developing prerequisites for individuals to 

realize their full potential which in the end contributes to the positive development of the 

workplace and company in general (Emiliani, Stec, 2004). 
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According to Womack and Jones (2003) lean production is a five step process that 

includes: 

 

 defining customer value  

 defining the value stream 

 creating pull from customer and back to the company 

 organizing for flow and  

 a continuous strive for excellence.  

 

Hence, a lean company then becomes the result from applying TPS in all these parts of 

the organization. Liker (2004) states that a company that does not understand the 

philosophy and culture behind TPS, even though applying lean tools, is not a lean 

business and has a long way to reach production excellence. Employee commitment and 

contribution to system improvement is a foundation in The Toyota Way and it is more of 

a culture rather than a tool by demanding, encouraging and supporting employee 

involvement and development. The system would be nothing without its people why 

communication, problem resolving and teamwork are central to it (Emiliani, Stec, 2004, 

Liker, 2004).  

 

The Toyota Way is further based on 14 principles that make the foundation and culture of 

TPS, the principles are divided into four categories; philosophy, process, people/partners 

and problem solving covering all parts of the business (Liker, 2004). The success of 

Toyota derives from putting all parts of the principles together to a system and 

continuously, on daily bases practicing them. Liker (2004) notes that only by practicing a 

few of the principles does not give a company long-term and sustainable profitability and 

success.  

 

3.2 Visual communication 

Higher demands on quality, flexibility and increased production efficiency needs new and 

more sufficient communication methods to satisfy customer needs and desires (Greif, 

1992). New prerequisites and decentralized responsibilities in production means there 

need to be information systems in the company that supports it (Bengtsson et al., 1998). 

A visual system, or visual communication, is a tool used to make work processes, goals 

and results transparent for everyone in an organization on daily bases (Eriksen et al., 

2008). It is to help the knowledge management and development in an organization and it 
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creates prerequisites for learning that is a competitive advantage (Eppler, Burkhard 2007; 

Sarv, 1997). Further it is a tool for control of processes that is used in lean production to 

make problems and information visual (Eriksen et al., 2008). Visual communication can 

further be defined as follows: 

 

“Visualizing involves graphically representing information in the form of pictures, maps 

and illustrations in order to clarify and easily abstract, transfer and exchange knowledge. 

Emphasize should be put on what to visualize, how to visualize, and to clarify the specific 

information elements and the holistic picture.” (Dreyer, Romsdal, 2009, POMS 20th 

Annual Conference) 

 

Knowledge sharing through visual means, knowledge creation, learning from visual 

representations and codifying experiences visually is motives for visualization (Eppler 

and Burkhard (2007). According to Jambekar (2000), companies are facing problems and 

on daily bases need to make decisions that require operational understanding which calls 

for knowledge. To gain operational understanding process thinking and a holistic 

perspective is necessary to exist in the organization which can be developed through 

knowledge visualization (Jambekar, 2000). Nonaka et al. (2000) are discussing about 

redundancy as the intentional and overlapping flow of information about business 

activities, management responsibilities and the company as a whole to speed up the 

knowledge-creating process. The process of sharing knowledge can be done by sharing 

redundancy information, which can help a company to promote the sharing of tacit1 

knowledge and better help employees to understand their role in the organization. 

Redundant information contributes to cross-functional learning by offering advice and 

provides new information from different perspectives. It is of importance for the 

organizations employees to know where information is located and accumulated (Ibid.).  

 

It is important to integrate the visualization in the system and make it become an 

integrated part of it (Eriksen et al., 2008). A visual system is developed to direct and plan 

the work on daily bases and the most common way to go about a visualization of the 
                                                      
1 With tacit knowledge, people are not often aware of the knowledge they possess or how it can be valuable to 
others. Effective transfer of tacit knowledge generally requires extensive personal contact and trust. 

Tacit knowledge is not easily shared. Tacit knowledge consists often of habits and culture that we do not 
recognize in ourselves. In the field of knowledge management, the concept of tacit knowledge refers to a 
knowledge which is only known by an individual and that is difficult to communicate to the rest of an 
organization. 
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production is to work with the lean tool 5S, which is a technique used when to establish 

and maintain a quality environment in an organization (Ho, 1999). However, in a visual 

workplace there are higher levels of complexity and to create a visual environment there 

need to be well developed visual communication channels that are integrated into the 

system and into the process of value added work which ensures the proper execution of 

operations and business processes (Liker, 2004). Visual systems contributes to increase 

productivity, reduced defects and mistakes, makes communication smoother and more 

reliable, lower costs and also contributes to an environment for the employees were they 

gain increased control (Liker, 2004; Emiliani, Stec, 2004). 

 

Communication in today´s factories are in many ways lacking sufficient communication 

channels, companies need to abandon the traditional way of transmitting information 

(Greif, 1992).This is supported by Bengtsson et al. (1998) stating the insufficiency in 

today´s information systems in the industry. In too many cases the structure is based on a 

hierarchal system that is influenced by functional thinking and strict boarders between all 

the levels in the organization (Ibid.). 

 

In traditional communication information is being passed on while in visual 

communication an information field is being created and organizes the employees´ access 

to this field (Greif, 1992). New ways of communication is a result of process orientation, 

demanding new prerequisites for information systems which companies needs to develop 

and become more visual (Bengtsson et al., 1998). By more visibility Bengtsson et al. 

(1998) means an organization needs to develop their visibility both concerning the 

accessibility of information but also concerning encouraging and support to take 

responsibility and action. Visual communication enables people to see by becoming more 

true and objective to the reality in comparison to a traditional workplace (Greif, 1992). 

 

3.2.1 Communication Challenges 

The challenge and one of the objectives in visual communication is to expand the groups 

of recipients. As Greif (1992) states, a visual workplace cannot be developed if the 

employees do not have the prerequisites to freely adapt their surrounding space and create 

a territory which they feel at home, creating a territory. Visual messages are not 

something that should be restricted to a certain group of people like technicians, other 

specialists or a particular level in the hierarchy (Greif, 1992). Greif is talking about visual 

messages as being observed of everyone that are working in a given area, the ones that 

are passing through the area and everyone else who comes into the range of visibility. 
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There need to be a certain level of personal involvement in the message that is conveyed 

in order for people not to believe it is not intended and directed to them, but directed to 

co-workers, supervisors or someone else (Greif, 1992).   

 

The company culture and support from top management are factors that are playing an 

important role in effective communication. Management needs to create an atmosphere 

that is supportive and encouraging of taking contact with other individuals and teams to 

create a pull for information (Greif, 1992). Further managers need to develop means of 

adapting visible signs within a given area as well as adopting measures to ensure that 

visible spaces will be properly sustained and accessible for the employees (Greif, 1992). 

Standard work deriving from 5S is a central feature of lean production but it demands a 

lot of work (Nicolai, Soni, 2006). It demands that the organization develops a culture 

where employees become empowered and are given and accepting responsibility to create 

their own standard work but it also means that the standard is to continually be revised 

and adjusted to new conditions (Ibid.).  

 

The challenge lies in the ability to develop and implement a communication system that 

supports the objectives, but the problem is not interrelated to technical aspects as much as 

to the soft parts of the system and management issues (Eriksen et al., 2008). Further 

challenges for companies are communication on close range rather than on long range, 

making information accessible and visible for everyone (Ibid.). 

 

Toyota´s core element in the Toyota Way philosophy is “respect for people” which is not 

easy to identify as for how to show respect for people (Womack, 2008). Managers at 

Toyota are challenging the employees each step of the way in a problems solving 

situation by asking them for more thought, more facts and carry on a discussion when an 

employee usually wants to implement an easy or favored solution. According to Toyota 

this is the highest form of respect because it invites the employees to cooperation, solving 

the problem together, using their exclusive knowledge as benign the closest to the actual 

problem. It is about respect for the employees’ knowledge and dedication, working close 

together in mutual respect in finding the best answer to a problem that respect for people 

is according to Toyota (Ibid.). 

 

3.2.2 Effective communication 

Greif (1992) is talking about identification to a certain level of the organization in order 

for an individual to gain responsiveness to information that is visualized. General boards 
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that might be displayed in the entrance of a plant do not trigger the same responses like 

individual results. Visual communication depends on a sharing process which is 

fundamental for its effectiveness hence it gives a group or a team a more true picture of 

the reality (Ibid.).  

 

“Visual communication is intended for a group and not only an individual because it is 

communicated with a shared perspective. However, a visual message is not restricted to a 

group of precisely identified individuals or specialists, or a particular level of hierarchy. 

A visual message is observed by everyone working in a given area, everyone who passes 

through the area and everyone who comes into the range of visibility”. (Greif, 1992, 

pp.8). 

 

Communication has a dual function to be successful, where as it is directed both 

internally within the team as well as externally. The duality is of importance to trigger the 

needs of a groups needs. If messages are only directed to the group´s internal needs they 

risk to view external, “official communication” as unnecessary and view informal codes 

and interpretations of communication as more effective (Greif, 1992). However, there is a 

risk for a conversely effect if messages are mostly useful for people outside the group 

they will soon lose interest and cease to regard the visual communication as their working 

tools (Ibid.).  

 

3.2.3 Visual Workplace 

In order to develop a visual workplace or organization one of the first steps needs to be 

the identification of the territory (Greif, 1992). Greif (1992, p. 25) defines territory as:  

 

“An identified milieu intended for a production process, where one or more production 

teams pursue their activities.”  

 

The creation of the territory is a demarcation of symbolic value, and not only of physical 

character that can be made out of painted floors, walls, the positioning of charts and 

identification of communication and meeting areas to make the work place feel more at 

home (Greif, 1992). Further Greif (1992) states a company pursue two objectives by 

establishing an official communication area, the first which is the facilitation of group 

work. The second objective is the symbolical underpinning of the team´s new 

responsibilities of control through the distinguishing an explicit area (Greif, 1992).  
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Tools used for visualization are usually, kanban, andon and visual information boards 

were for example goals, key figures and production goals are visualized (Womack et al. 

1990). The boards and visual tools are displaying these goals for the employees as well as 

information about machinery, technology, quality levels, production problems and 

personnel related information (Ibid.). How much or what information should be displayed 

depends on the company and what kind of organization it is (Greif, 1992). Usually one 

way to get stated is to display the following (Greif, 1992).  

 

 A succinct description of the activities 

 An identification of the team 

 A description of technical and economical features of the resources and processes 

 

Preferably the meeting place for the team should be within a given territory or a work 

area were necessary documents and information is easy to access and form where the 

employees easy can return to their working areas (Greif, 1992). Displaying information 

visually gives many advantages some of which are (Greif, 1992); 

 

 Faster and easier introduction and assimilation of new team members- visual 

display of information contributes to a wider and deeper understanding of what 

and how things are done but foremost for the whole process, technologies and 

products. A holistic perspective that gives the individual an understanding for the 

context which he/she acts in. 

 It makes it both easier and more timesaving for guides when guiding visitors 

through the factory if information is displayed visually in front of them. It also 

gives an extended opportunity for employees to take part of visits. 

 Displaying information visually has a physiological effect; what is officially 

being displayed becomes important and the work behind it meaningful.  
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Illustration of Visual Factory (Greif, 1992, pp.20) 

 

One of the goals of visual communication is to give the given group a more true picture 

of the reality, but to access what the message conveys, which is not fulfilled by only 

observation, the meaning of the message needs to be understood (Greif, 1992). Hence, the 

comprehension of the message is not related or limited by the belonging to a certain 

group but it is interrelated to the membership of a cultural group as Greif (1992) 

describes it. He further states that the company culture is central for visual 

communication and the essential principle lies in sharing (Greif, 1992). 

 

3.2.4 5S as a Visual Tool 

5S is a natural starting point for many organizations that begin their Lean implementation 

(Petersson et al., 2008). However it is usually made to a concern of production while it 

should involve all parts of the organization (Bicheno, 2009). The method helps to create 

an organized and structured environment in to standardize work methods. In the end 5S is 

a tool that contributes to the long-term work for continues improvements, which is 

possible due to the standardization of a work area. Standardization is a prerequisite to be 

able to eliminate waste and a well organized and structured work area also gives 

prerequisites to increase the productivity (Petersson et al., 2008).  

 

In Japan the practice of 5S is usually integrated with both kaizen, which is old life 

wisdom of changing for the better, and me-de-miru which is visual methods (Kodama, 

1959 in Gapp et al., 2008). Key elements of Kaizen are quality, effort, willingness to 

change and communication; the kaizen philosophy resonates well with change at 
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operational levels in the organization (Bergman, Klefsjö, 2005). 5S programs in Japan are 

implemented to detect and eliminate waste, defects in the work environment by making it 

visual (Gapp et al., 2008). However, 5S is not a tool to maintain a clean environment 

rather it helps errors to become visible (Liker, 2004, Gapp et al., 2008).  

 

As much as 25 % i.e. 10 hours of a person`s work hours per week and person is wasted 

by searching for tools or information on daily bases (Petersson et al., 2008). 5S is a 

method that does not need huge investments but can still contribute to radical capacity 

increases if it is understood what lies behind the method (Gapp et al., 2008). The method 

consists of five different steps which each begin with the letter S. 

 

 Seiri- Sorted 

 Seiton- Structure 

 Seiso- Systematic cleaning  

 Seiketsu- Standardize 

 Shitsuke- Self-discipline 

 

For a company to become successful within the practice of 5S there are a number of 

activities that are suggested to be carried out as shown below. However, to practice all of 

these might be too excessive but it is shown valuable to at least carry out a few of them 

(Bicheno, 2009); 

 

 Once a year; a 5S-day month in order to motivate the efforts 

 One-four days a month; a 5S-day including evaluations and feedback 

 5S seminars led by experts in the field 

 Benchmarking; 5S visits at other companies 

 5 minutes of 5S each day  

 

Even though this method seems to be simple there is a quit high level of failure and lack 

of ability to fully understand the benefits of the practice of 5S as an organizational wide 

strategy in the West (Gapp et al., 2008). Further many companies are claiming to practice 

5S while they actually sporadically are using maybe only 2S, this is according to the Lean 

philosophy a waste because every new initiation demands increased effort (Bicheno, 

2009). There seem to be a misperception of both the effort needed to be invested into it 

and the main purpose of 5S as a strategy for decision making, why many companies have 

a tendency to fail with the implementation (Gapp et al., 2008; Petersson et al., 2008). 

Gapp et al. (2000) are referring to Bamber et al. (2008) stating that 5S is supposed to be 
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used as a foundation to develop an integrated management system by the parallel use of 

Total Productive Maintenance, TPM. Though in the West 5S is made into a cleaning 

project or housekeeping but the philosophy behind it seeks to embed the values of 

organization, neatness, cleaning, standardization and discipline into the workplace 

(Osada, 1991 referred to in Gapp, 2008). 

 

There are many different aspects and definitions of visualization and visual 

communication but the essence of it is to create a platform from where all employees in 

an organization have the same prerequisites to access and interpretate information that are 

based on facts (Greif, 1992). The neutralization of information and facts are what gives 

visual communication its power and the work teams an objective reality according to 

Greif (1992). Visual communication contributes to the organizations ability for 

improvement and aligns the employees to fulfill the overall business objectives and 

strategies. A visual organization is based on standards which are paradox in this case but 

the approach conveys methods that make the foundation for improvements and the role of 

the standard is to constantly being changed and questioned in order to develop 

knowledge. However it is foremost an issue of company culture where cross- functional 

interaction, collaboration and communication are key features and where the information 

reaches an extended group of recipients (Ibid.).  

 

3.3 Prerequisites for Visualization 

3.3.1 Change management 

Most cases of organizational change efforts are related to human resistance (Kotter, 

Schlesinger, 1979). They are further describing the four most common reasons for people 

to resist change which are the following:  

 

 a desire not to lose something of value 

 a misunderstanding of the change and its implications which can occur when trust 

is lacking between the person initiating the change or the manager and the 

employees 

 a belief that the change does not make sense for the organization meaning people 

do not have the same platform from which they see the change and the effects of 

it 
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 a low tolerance for change because they fear not being able to develop the 

knowledge and skills necessary for the new organization  

 

Communication and education is the most common ways to overcome resistance to 

change (Kotter, Schlesinger, 1979). When resistance is based on inadequate or incorrect 

information and analysis education and communication programs are helpful. To make 

people see the need and logic of a change, communication is effective and can involve 

discussions in different forms, presentations or memos and reports (Ibid.).  

 

Change is about management and leadership and it depends on clear directions and it 

needs to be reflected in the organizations choices of strategies and ability to align for 

common objectives (Senior, Fleming, 2006). Kotter (2001) makes a distinction between 

management and leadership; management is a set of processes that keep a complex 

system of people and technologies run smoothly while leadership defines the future, 

aligns people and inspires them to pursue the vision. In change situations a distinctive 

leadership is necessary in order for success (Ibid.). Consistency is a key issue and it needs 

to be reflected in all parts and levels of the organization to be trustworthy. All parts of an 

organization are interrelated why a holistic perspective and understanding for the systems 

becomes a prerequisite for change contributing to create order through process 

understanding and knowledge (Kotter, 2001).  

 

3.3.2 Company Culture 

Bititci et al. (2006) are referring to several studies made were it is found that 

organizational culture both guides and shapes behavior and attitudes of all employees. 

The importance of company culture is not to be underestimated when designing a 

production system (Bellgran, Säfsten, 2005). Bellgran and Säfsten (2005, pp.141) are 

further characterizing company culture as following;  

 

“…the traditions, experiences and the knowledge about methods, processes as well as 

successful and less successful development- and change projects at the company, that has 

gathered and being kept during the years by the employees in the company.”  

 

Further it is suggested that culture also might have an effect on business performance. 

Company culture is of dominating influence on the whole of organizational life and to 

bring about change, culture needs to be managed (Senior, Fleming, 2006). In order to 
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bring about sustainable organizational change it is of importance to change the attitudes 

and values of the employees at a deeper level, though this is not an easy task. Changing 

the behavior of individuals will usually lead to desired changes in attitudes and values. 

By changing the context, people’s roles, responsibilities and the relationship between 

them can result in changed behaviors and attitudes (Ibid.).  

 

Strong company culture creates alignment out of conflict as Liker and Morgan (2006) 

states. It goes beyond artifacts, symbols, company values and beliefs and when 

restructuring in an organization, especially when it comes to more radical changes, it 

takes a work on a deeper and more profound level, usually mentally, that includes all the 

employees at all levels in the organization (Liker, Morgan, 2006; Senior, Fleming, 2006). 

A change also needs to include the organizational culture and within the collective 

attitude that is dominating. The difference between success and failure is about the ability 

to provide knowledge, information and to create prerequisites for participation and 

engagement (Bergman, Klefsjö, 2005). Senior and Fleming (2006) argue for the 

importance of a genuine and active participation and engagement form top management 

in the organization for success in process orientation, though this is a prerequisite for 

most implementation that are of a more radical character. 

 

3.3.3 Leadership 

The sharing of knowledge within an organization has to be based on trust and it is 

important to leaders to create the right prerequisites and atmosphere in which the 

organization employees feel safe to share information and knowledge (Nonaka et al., 

2000). Further they state commitment is a key feature to motivate the sharing and creation 

of knowledge (Ibid.). Leadership is essential for successful organizational change (Kotter, 

2001).  

 

Organizational culture and management styles affect the success or failure of the 

implementation of measurement systems (Bititci et al., 2006). To ride a storm in turbulent 

situations organizations needs to have both managers who are promoting to stability and 

complexity while leaders push for change and cope with change. Kotter (2001) is in 

Harvard Business Review discussing the importance of being able to balance strong 

leaders and managers to complement each other. Larger and more radical changes are 

inevitable to survive and compete on markets that are becoming increasingly volatile and 

competitive (Kotter, 2001; Senior, Fleming, 2006). Though it is few organizations change 

processes that are in the end successful even thought they might not entirely either be 
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failures (Kotter, Schlesinger, 1979). An organization in change needs to set a direction by 

developing a vision of the future stage as well as developing strategies to get there 

(Kotter, 2001; Bruzelius, Skärvad, 2005) 

 

Leaders’ main activity in a change process is to align people by communicating the new 

directions and to motivate and inspire people (Bartezzagni, 1999). This is done by 

appealing to their basic human needs, values and emotions to move in the direction that is 

set, moving past obstacles on the way (Kotter, 2001). Direction is central in change 

situations and stated that without direction short-time planning even contribute to the 

negative spiral by consuming a large amount of time and energy (Ibid.). Aligning people 

can be a communication challenge and involves talking, communicating, to a significant 

amount of people. Central to this issue is to distinguish between the leader and the 

manager in this situation, where the latter instead organizes people to fulfill a short-term 

plan which is not as challenging as communicating and making people move towards a 

new vision (Kotter, 2001). Further Kotter (2001) is discussing the issue of empowerment 

as a result of alignment which in many cases seem to be the reason of failure for some 

organizations trying to adjust to fast changes in the markets. 

 

Credibility is one of the essentials in strong leadership and there are several things that 

add up to it like the track record of the person delivering the message, the content of the 

message, the communicator´s reputation for integrity and trustworthiness as well as for 

the consistency between words and deeds (Kotter, 2001). Carry out a successful change 

situation demands a clear sense of direction that is communicated at all levels in the 

organization and supported by the employees ability to take action (Ibid.). 

 

3.3.4 Employee involvement and engagement 

One of the principles of Lean is employee participation. It is important to give employees 

the opportunity to and prerequisites to solve problems. Participation and engagement give 

employees a feeling of responsibility for success as well as for failure. Bicheno (2009) 

states genuine openness creates a state of participation. Management support and operator 

training, involvement and empowerment as well as changes in the production control 

system and incentive system are all required to succeed with the implementation and 

adoption of lean principles (Nicolas, Soni, 2006). 

 

Team work then becomes an issue that may become a challenge if not yet adopted, 

though according to Greif (1992) it depends, and has to do with the given situation. 
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Functional mindset within an organization where operators are not interacting with each 

other inhibits effective communication. For communication to prosper there needs to be 

an intensive level of interaction with in the teams (Greif, 1992).  

 

3.3.5 Joint Vision and Shared Strategies 

In order to reach the overall goals of the organization there need to be a vision that is 

shared by everyone in the organization (Bergman, Klefsjö, 2005). The development of a 

shared vision contributes to the creation of collectivity and a shared desire to reach the 

vision that has been developed. However, for a vision to become collectively shared and 

accepted it cannot be forced from top to bottom of the hierarchy, though individuals need 

to be able to identify themselves and feel participative in the process for it to have the 

expected effect (Ibid.). 

 

A vision needs to derive from the individual´s personal visions and goals and be 

transferred to the overall vision of the organization (Bruzelius, Skärvad, 2005; Bergman, 

Klefsjö, 2005). Kotter (2001) argues for the importance of a clear vision of the derived 

end result and the ability of management to clearly communicate the vision in order not 

to fall in to an endless list of confusing, incompatible, time and resource consuming 

projects that does not get the organization nowhere. The contextual aspects of a change-or 

development processes are of importance for the success or failure where perspectives 

and attitudes towards it have great influence (Bellgran, Säfsten, 2005). This is of concern 

of all employees at all levels in the organization but the engagement of top management 

is decisive (Ibid.).  

 

3.4 Process Orientation 

Bergman and Klefsjö (2005, pp.416) defines a process as: “A chain of activities that are 

repeated in time with the purpose of creating value for either an internal or external 

customer.” 

 

Process orientation proceeds from a holistic perspective of the organization where cross 

functional thinking is replacing functional thinking (Bergman, Klefsjö, 2005). The 

customer and continues improvement are central issues and focus lies on the processes 

that actually are creating any value for the customer. This means focus is changing from 

the actual finished product or result to the activities that are creating the end result 
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(Bergman, Klefsjö, 2005). Process orientation is about documentation, understand, 

measure and continuously improve processes to gain higher levels of quality, efficiency 

and productivity. Standardization and documentation of routines are important parts of 

the work of process orientating an organization and should make out the foundation of 

this work. It becomes increasingly important to understand the whole organization, both 

its internal and external customers in today´s fast changing and competitive markets. 

 

Managers need to detach themselves from the inability to see systems from a narrow and 

functional perspective in favor to a holistic perspective (Christopher, 2005). Functionally 

organized organizations have a hierarchy that is based on special competence and usually 

have a narrow view on competence and responsibility. Hence, this might become a 

problem in the changing process when process orientated organizations have to be based 

on a broader foundation and also a broader competence ground that not always is 

specialized (Sörqvist, 1999). When moving focus to processes the attention is also 

moving from separate products to the networks that are actually creating them. Part of 

process orientation is asking questions like “how are the results produced?” instead of 

“who is doing what?” Because it becomes clear what each employee contributes with to 

the end result a joint vision is easier to reach with process thinking (Bergman, Klefsjö, 

2005). 

 

3.4.1 Leadership in Process- Organizations 

Sörqvist (1999) is describing a situation where many companies have not yet understood 

the impact a process organization may have on managers as well as employees. The new 

situation will mean new prerequisites for both parts and the leadership needs to change 

from being based on specialist skills and hierarchical ranks to acquire a broader area of 

responsibility which the cross- functional organization demands (Sörqvist, 1999). This is 

also an issue concerning great changes in general in an organization (Senior, Fleming, 

2006).  

 

Decisive in this case is the engagement of top management and the participation in the 

process. Research show strong indications that it takes more than changing the structures 

in an organization and leave employees by them self without any support in the new 

organization structure. In many cases where a process orientation does not succeed there 

has been neglecting of the importance of adequate support, knowledge and leadership to 

implement a restructuring. Further a common mistake is to leave middle managers in 
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charge for the restructuring without correct tools and an adequate or deeper understanding 

for the change or their own changed roles (Melan, 1993). 

 

Process view will set higher demands and responsibilities on its managers and employees, 

but the responsibilities do not necessary mean directing and controlling but making use of 

the knowledge and resources that already exist within the organization and among its 

employees (Sörqvist, 1999). The new leadership style needs to be more coaching but 

many times it can be difficult to adjust in the transition because the role is not clearly 

defined and the managers have not got the right prerequisites and tools for their new role 

to make the most of it (Ibid.). 

 

A clearly defined business idea, vision and strategies are important in a process 

organization to work as support for the process and its development as well as function as 

support for all employees to easier find their roles and take a personal responsibility for 

the process. In a process organization the managers needs to have a broader knowledge 

for the whole organization and the central role of the customer. 

 

3.5 Learning Organizations 

System thinking is a part of the learning organization which has the ability to create, 

acquire, adapt and spread knowledge throughout the organization to continuously 

improve (Sarv, 1997). Further Sarv states that learning organizations are organizations 

that have the ability to adapt and adjust to the environment (Sarv, 1997). Garvin (2000) 

with support from most scholars agree that learning is a process that unfolds over time 

and link it with knowledge acquisition, deeper understanding and improved performance. 

It is about continuity, systematic and learning from mistakes why understanding and 

knowledge about the environments and the history are central issues.  

 

It is the pattern of observation, reflection and action that have the possibility to move an 

organization forward to develop and change successfully on a continuous and sustainable 

level (Sarv, 1997). The Deming Cycle (Fig.1) for continuous improvements becomes a 

learning process that contributes to organizations competitiveness (Bergman, Klefsjö. 

2005). The cycle includes four steps of planning, doing, checking and action taken to 

improve the processes. The essence of the model is systematically plan for change, set 

objectives and strategies for it. When executing the plan it needs to be in controlled forms 

to be able to manage the process and the next step of studying the results of the executed 
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plan is central for the learning process. When the process is finally producing the desired 

results standardization is the next step, though not the last hence the process continues 

(Ibid.).  

 

 

 

 

 

 

Fig.1 P-D-C-A cycle. Based on Deming P-D-C-A cycle (Bergman, Klefsjö, 2005) 

 

Liker and Morgan (2006) argue a system approach that is integrating people, processes 

and technologies is the foundation to apply the principle of TPS. System thinking focuses 

on how the issues that are being studied interact with other parts of the system as a set of 

elements that interacts (Senior, Fleming, 2006). It is not a tool but more of a philosophy 

to reach long-term solutions to problems, gain increased efficiency and a greater focus on 

the processes (Ibid.). A system approach created the ability to see how things in the 

system are interrelated and see past the function or team perspective where sub-

optimizing clouds a shared focus, which should be to optimize a company’s processes 

(Senior, Fleming, 2006).  
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4 Empirical Framework 

This chapter summarizes the empirical investigation that has been conducted at the head 

plant of Company X, in Sweden. The analysis is based on the findings of a specific part of 

the factory, here called the case factory, in order to be able to narrow the case down 

within the timeframe for the thesis.  

 

4.1 Company Presentation 

Company X is part of a Swedish global industrial corporate group that was founded in the 

end of 1800. The company have about 33.000 employees worldwide and is a world 

leading supplier of industrial productivity solutions. They both develop and produce and 

the products are sold and rented under different brands in over 160 countries. 

 

4.2 Communication 

In the manufacturing part of the case factory, both leaders and employees believe the 

level of communication is enough as it is in the current situation. Basic information is 

communicated to everyone in the teams and it is usually concerning production related 

information. Information about customers, current state of affairs and so on depends on 

one´s own interest and up to each individual to seek the knowledge. If there is an interest 

you need to find the information by yourself, hence it is not presented to you. Employees 

in the factory assess it is about half of the work force that have a genuine interest in what 

is being communicated, mangers are making a slightly higher assessment of the number. 

 

Currently the case factory is working with XPS meetings once a week were they go 

through prerequisites for improvements, current production situation and what lies ahead 

in the future. In the past, until just recently, Company X has been going 5-shifts which 

contributed to not all employees having the ability to take part in the meetings once a 

week. It would leap long time between the times a shift would get firsthand information. 

The responsibility to forward the information has been on the members from the other 

shifts which have had varied results. However, there is nothing or no one that holds 

responsible to secure everyone got the information currently or in the past.  
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Further the case factory is working with machine meetings which are held when needed 

which could be when a new machine is introduced or when there is a more serious quality 

problem. Who´s participating in these meeting depends on whom it concerns. The work 

leader is trying to be close and available to the production and the operators to always be 

up-to-date on what is going on, making himself visible and assessable in the factory. 

 

There is a misbelieve from management position that the information that is 

communicated is actually viewed to be of any interest to the co-workers in production, 

further it is believed employees do not feel as if is of any of their concern and do not feel 

any responsibility for what is happening around them. From a mangers point of view 

there is a lack of deeper understanding of what is communicated to the operators. A 

common perception is that operators rather not have any responsibility at all and do not 

view things from a company perspective but from a personal perspective. What is 

communicated is probably perceived as negative and the operators are taking information 

that is communicated personally instead of neutrally as a step towards improvements.  

 

The communication between the teams at the case factory is generally dissatisfying, even 

though there is 20 minutes overlapping between the shifts which is supposed to be used to 

hand over and inform the other team of the statues this time is often used as personal 

time. Concerning what people wish to add to the current state of communication they do 

not seem to have an idea about what that could be from the employee perspective. 

 

4.2.1 Company Culture 

The company culture is impregnated by a mentality that is slow and resistant to changes 

due to the history of how things have usually been done in the organization without really 

being challenge before. There is further a perception that if an initiative or change does 

not have any direct positive personal effects there are many of the employees that does 

not care or accept a change.   

 

However, there seem to be a rather big difference between the shifts and their attitude 

towards work in general but specifically 5S and XPS which are the recent change 

initiatives in production. Both managers at different levels and employees are testifying 

about the problem concerning the attitude among a significant number of the employees 

at the Case plant which is causing disruption in the daily work and to the atmosphere. 

Some employees even say there are individuals who would take it to a level where it 

could be called sabotage for the other teams or shifts in the factory. According to both 
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managers and employees there is a difference between the generations that are working in 

the case factory as well as between the two production shifts. It has been stated by a 

number of people that the culture in the plant seems to be influenced by doing as little as 

possible and avoid as much responsibilities as possible as long as it does not give any 

direct personal benefits.  

 

4.2.2 XPS Initiation 

In 2005 Company X initiated the work with lean together with external consultants. The 

cooperation resulted in the birth of  X Productions System, XPS, which is based on 

Toyota Production System, TPS, and it sums up eight principles to guide the organization 

in the strive of becoming even better. The goal of XPS is divided into four parts; 

competitive advantage, employee development, independent improvement process and 

leadership. The main insight was to begin working with improvements in a structured 

way which was the starting point to a principal based productions system, bases on 

Company X´s values. Through the work with XPS, Company X hopes to create a 

collective platform to develop their knowledge and ability to improve and better handle 

variations and increase the overall efficiency 

 

All the principles are supported by methods that Company X production system is a joint 

way of looking at the organization which makes it easier to develop, make use of all the 

existing knowledge and ability to improve. The principles function as a platform to work 

in a structured way as well as it sets the direction for the improvement work, helping co-

workers to strive towards the same goal. Each principle has one or more methods or work 

processes to be used in order to fulfill the goals set for each principle. 

 

4.2.3 XPS Strategy 

The main strategy to increase the knowledge level of the principles and methods behind 

XPS is what is described as driven leadership which puts pressure on managers to 

independently seek knowledge and information about it. XPS is to be a long-term and 

never ending work which demands a driven and engaging participation at all levels in the 

organization and managers are responsible to educate the co-workers at operation level. 

There is a support group that is the main source for knowledge support of XPS and 5S in 

the organization and are also to function as guides and advisors concerning these areas to 
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secure the overall knowledge level and backup for managers responsible to pass it on 

down in the organization.   

 

4.2.4 XPS Education 

Concerning the level of proper education of XPS there has been shorter “lectures” and 

information meetings on the subject. However, not everyone has got the opportunity to 

get information and an adequate training on management level to pass the knowledge 

down and be responsible of educating employees on the factory floor. Not everyone has 

got an introduction on what lean is or even an understanding that XPS is what Company 

X has developed as their interpretation of lean production and the principles behind it. 

The education and learning process of XPS have stretch to about a couple of hours for 

employees and half a day for managers without any actual feedback or follow-ups. This 

responsibility have been laid on the managers, even though they lack genuine compete in 

XPS themselves.  

 

Those who got an introduction concerning the philosophy today have limited knowledge 

about what is and there seem to exist a general whish for follow-ups and continuous 

education among the employees in the case department. Company X´s own production 

system, XPS, has also had a poor introduction to the organization which is a general 

perception. Even XPS have been understood as a cleaning project, connected and 

confused with 5S.  

 

In the current situation the company has in different manufacturing parts of the 

organization reach different maturity and knowledge levels, due to factors like expansion 

and leadership styles, but it is also an effect of support and engagement from both 

directions in the hierarchy. Some of the different manufacturing facilities at Company X´s 

plant in Sweden have reach further in the knowledge development and are more adaptable 

to the tools and philosophy behind it. On top management level there is to some extent 

awareness about the knowledge gap but no specific strategies to cope with the situation to 

make the knowledge development process smoother.  

 

4.3 5S Initiation 

Different initiations from top management have in the past usually been received with 

some resistance and skeptism at the manufacturing part, for this case. There have been 
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initiations taken to begin working with lean tools like 5S is the past Company X have 

earlier tried to implement 5S but circumstances have broken the first phase of 

introduction of the tool.  

 

5S has been modestly introduced into the organization through a one-day education day 

for managers about the main concept of 5S and employees at lower levels in the hierarchy 

have had a two hour introduction on 5S. Not all of the employees in the production have 

had the opportunity to get the introduction to 5S yet but the process of introducing 

everyone has now got started again.  There is a perception among the employees at 

different levels that the extent of education has been to low and without any real follow-

ups. This has caused the level of knowledge to be drained at all levels of the hierarchy, 

even though it is the managers who are responsible to pass the knowledge down. Further 

there seem to be some kind of connection to the level in hierarchy and the level of 

knowledge in 5S.  

 

Concerning feedback or follow-ups on the work with 5S this is done every third week by 

the initiators of the 5S work. The evaluation is based on a walk through the plants with 

respective production leader, commenting on the statues of 5S, scoring all the production 

teams effort concerning 5S. Production leaders and manages have the responsibility to 

pass on the feedback to the production employees and discuss improvements. However, 

the interviewed employees did not have any knowledge what the 5S evaluation is based 

on and the only feedback they got, as they understood it, was a score between 1-5, 

representing the 5S level of the team.  

 

As it today is the employees in general believe 5S is a cleaning project with the goal of 

creating an organized and functional workplace and lack a deeper knowledge of the main 

goal of standardization and control of varieties as a result of it. A common 

misinterpretation is that 5Sand XPS is the same thing and connected to a project were the 

objective is to create an organized and clean workplace.  

 

4.4 Management Support 

Operators in the case department production have a general belief the 5S and XPS 

initiations are something that originates from their work manager and not an initiative 

from the top management. Talking to middle managers they seem to lack the adequate 

support from higher levels to force through decisions and create some kind of response in 
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production. Both managers and employees are describing an existing culture that is 

influenced by a negative attitude towards work in general. It is difficult to enforce 

initiatives taken from higher levels of the hierarchy as well as see any engagement from a 

sufficient part of the employees at the case department. People do not seem to have 

interest in making any effort to make working conditions more effective and easier. The 

negative attitude is many times taking over even though there are people who has a drive 

to change and make things better they seem to lose air to keep the engagement up.  

 

4.5 Driven Leadership 

Company X has a philosophy that is based on driven leadership where it is up to the 

manager to seek information and secure his competence level. However, it appears, from 

the findings from interviews, that top management has been week in communicating what 

they expect from the managers and the vision and strategies concerning the work with 

both XPS and 5S, why managers have difficulty to manage these initiatives. The concept 

of driven leadership seems not to find any support at this stage from middle management. 

Managers feel they lack basic knowledge in what is expected of them to pass on to the 

employees as well as they feel lack of support from top management. It is stated that if 

not having the basic knowledge and objectives with these initiations managers feel they 

do not know what knowledge to seek and how. It exist a general confusion of what is 

actually going on, and the purpose of 5S and XPS. Employees at different levels do not 

see a connection to what they are doing and these initiations made by top management. 

 

Both managers and employees have a hard time to put both 5S and XPS in a bigger 

context, understanding the cause and effect of the work and the use of it. They do not 

understand the objective with the initiations and are not aware of goals or strategies to get 

there. However, the lack of clear objectives and common, communicated strategies seem 

to be a general issue at all levels in the organization where the answers are as many as 

people asked.  

 

Managers have difficulty in motivating employees due to their own insufficient 

participation and knowledge about both XPS and 5S as well as a feeling of “not having 

the time” or support. Managers are trying to motivate the employees by making a 

comparison between how they have it at home and at work; “if you have it clean and nice 

at home why should you not strive for it at work as well?” It is strictly connected to 

cleaning and not the philosophy behind it and the connection to lean production.  
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4.5.1 Top Management Support 

In general employees have the perception that initiations like 5S are deriving from their 

work manager and not from higher levels in the hierarchy. Hence the support from top 

management would, according to both managers and employees, mean a different 

perception of the initiations and create a higher degree of engagement. Even thought there 

is adequate knowledge at top management level they may not always be in the position to 

manage the process of implementing these objectives as well as the knowledge is 

draining as the level of the hierarchy is falling.  

 

4.6 Summary Empirical Findings 

Leadership is a key issue in a change situation as the implemetion of Lean production and 

the development of visual communication prerequisites. The role of a leader is to align 

and inspire, setting a clear direction and make the organization to move towards the 

target. This is also one of the key weaknesses at Company X together with the low levels 

of education and knowledge programs that are essential for a genuine understanding of 

the lean philosophy. The part the company culture plays in a change process is highly 

important to take in account, it can be determining for the outcome of the change and 

implementation processes why it is important to understand the culture and people 

interacting in it. Further, the importance of making decisions based on facts and not on 

assessments as well as actually know, not believe how things are and work in the 

organization is a problem area for many organizations as well as for Company X. These 

are the main problem areas at the company, hindering a successful implementation of a 

visual organization as well as being prerequisites for it.   



 

37 

 

5 Analysis 

In this section the empirical findings from the case study at Company X AB in Sweden, 

will be analyzed through a mode that is developed and based on theoretical findings. 

Each step will separately be discussed in order to come to a final conclusion in chapter 6. 

 

5.1 Analysis Model 

This model is based on the theoretical framework and applied to the empirical findings, 

structuring the most important aspects of a successful implemetion of a visual 

organization based on Lean production. Each stage is interrelated and depends on their 

co-existence to create a strong foundation to establish sustainable, long-term results. Each 

stage will be discussed and connected to the case study at Company X in Sweden. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Fig.3. Analysis Model developed based on the theoretical findings in chapter 3. (L. Rönnqvist, 

2009). 
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5.1.1 Stage 1; Platform for shared vision and Strategies 

The implementation of XPS was the result of a strategy work by the top management 

group to reach a level of world class production and increased profitability. To reach the 

goal they had to develop prerequisites to work with improvements in a structured way 

and give all employees the opportunity to participate in this process. However, the 

process of creating knowledge and a clear vision for the new direction with the work of 

XPS and 5S seem to have failed at the case department factory. This is indicated by the 

low levels of understanding the goals and visions of the Company X production system is 

as well as for what the system itself represents. According to the analysis model shared 

and communicated visions and strategies are the foundation for a successful process of 

developing a visual organization.  

 

Employees at all levels seem not to have adequate knowledge about the production 

system and managers are in a state where they are not able to communicate the essence of 

it due to inadequate knowledge and top management support. In order to create a sense of 

alignment employees need to be able to place themselves in the context of the new 

objectives and strategies. Employees and managers at the case department factory have 

not had the opportunity to participate in the process of developing the principles of the 

XPS system and top management has not been able to communicate the vision to create a 

sense of engagement and commitment to it.  

 

The foundation for all organizations and their mission lays the vision statement which is 

to guide the organization towards its objectives (Bruzelius, Skärvad, 2005). A company’s 

vision and strategies are central for the ability to develop an effective organization but as 

important is the ability to communicate and create a shared sense of commitment for the 

vision to reach the objectives of the organization (Ibid.). This is of concern whenever 

there is a change or new objectives in a company and of importance for the creation of 

alignment and sense off collectivity.  

 

In order to develop strategies to reach the vision there need to be a shared understanding 

for where the company stands in the presence. The interviews with employees show there 

is week agreement even on higher management levels concerning the vision and goal for 

XPS why there is low probability to be able to align the whole organization. There need 

to be a clear understanding for the vision and well developed and communicated 

strategies throughout the whole organization which demands the participation of all 

employees in the development stage of the vision. It is the managers that creates the right 
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conditions for employees to realize the goals of the organization and in that case also 

ensures it function in the desired way. Key features in for a positive change are clear 

direction, consistency and feedback (Kotter, 2001).  

 

An analysis of the current state needs to be the first step towards the development of the 

vision and the strategies to reach it Bruzelius, Skärvad, 2005). At the initial stage to the 

implementation of XPS and 5S at Company X there has not been an analysis of the 

current situation to create a common platform to develop a knowledge and understanding 

of all parts of the organization. This is an important and basic step to be able to set the 

direction and develop strategies for a successful implementation, involving all functions 

in the organization to create knowledge sharing and alignment further in the process. 

 

In the current situation at Company X employees do not know where the initiatives derive 

from or what the objectives with the implementation of XPS are. This is concerning 

managers as well as employees in the organization leading to lack of engagement and 

even resistance for change. Top management has not showed any clear or distinctive 

directives and the process seem to be lacking focus due to poorly developed or 

communicated visions and strategies. This both indicates and confirms there are week 

communication channels at the company that needs to be seen as top priority for the 

management group.  

 

5.1.2 Stage 2; Change Management, Top Management Support 

and Company Culture 

According to the analysis model change management, top management support and 

company culture plays important roles in for the implementation process and are essential 

prerequisites. Change need to be planned and to work with improvements there need to 

be well developed strategies followed by action and feedback. It follows the Deming 

cycle which leads to a spiral of learning to continuously improve. An implementation of a 

new system as for the XPS at Company X is a change situation were new ways of 

working and new objectives are set. Not considering the most important issue of 

individuals in the organization, giving them an adequate knowledge base and information 

as well as tools to adjust to new prerequisites is a failure, and something many 

organizations are unable to provide according to Walton and Deming (1986). It is the 

managers that creates the right conditions for employees to realize the goals of the 
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organization and in that case also ensures it function in the desired way. Key features in 

for a positive change are clear direction, consistency and feedback (Kotter, 2001).  

 

An implementation of a visual organization as a tool with in lean production can 

contribute to increased profitability however, a prerequisite for a successful 

implementation is the engagement and participation of all employees at all levels in the 

organization. Top management should take a leading example and create the right 

prerequisites, knowledge and understanding for the new chosen strategies. 

  

For Company X to develop a supportive culture leadership is of great importance of 

alignment as discussed by Kotter (2001). Alignment is created by clear direction and 

communication (Kotter, 2001). Mangers at Company X need to take an active role, giving 

the direction for change and aligning employees in the whole organization, motivating 

and inspiring. Setting a clear direction for the organization and plan for action, 

developing a continuous spiral for improvement with the Deming cycle in reference.  

 

Consistency as for translating the common organizational aims and strategies into 

objectives as well as tasks that are to be carried out and the behaviors of the managers and 

employees becoming standardized. Consistency creates trustworthiness which is an issue 

at Company X due to several attempts to initiate 5S without a clear direction and strategy 

leaving employees with a sense of lack of engagement for further initiations. Further 

employees at all levels in the organization seem to lack an understanding of a the context 

of the initiation of XPS, not being able to see how it will have any impact on their own 

situation as well as for what it might mean to the organization as a whole on both short-

term and long-term perspectives. 

 

Organizational culture is affected by the success and failure of changes, the company 

history and the leaders of the organization. Company X is influenced by a culture that 

make changes more difficult and it probably also is due to several different cultures 

existing in the organization parallel, making alignment more difficult. Further the long 

history of how things have been done and week strategies for management and leadership 

in general contribute to the difficulties for change. Top management at Company X is 

giving managers in the organization a lot of responsibility to develop their own skills and 

knowledge to pass down to employees which may not be the proper way to go about due 

to the complexity. Managers need in the initial stage of the implementation have support 

to execute what has been commonly developed as the vision and strategies of the 

organization.  
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5.1.3 Stage 3; Process Organization 

For an organization to become a visual organization a prerequisite is process orientation. 

Process orientation is based on cross-functionality, which means there need to be a high 

level of interaction between functions and people in the organization. A holistic 

perspective is central to be able to understand and put knowledge and information in a 

context of the company and the individual. Currently Company X structure does not 

imply process orientation and functions are sub-optimizing which creates difficulties to 

share and translate knowledge. In order to successfully implement lean production and 

lean tools there need to be a developed process thinking within the organization as the 

analysis model implies.  

 

Process orientation proceeds from a holistic perspective of the organization where cross 

functional thinking is replacing functional thinking (Bergman, Klefsjö, 2005). Process 

orientation is about documentation, measurement and continuously improve processes to 

reach new and higher levels of quality, efficiency and productivity why standardization 

and documentations central to get there. It is of importance for Company X to develop 

knowledge that reach further than the isolated function or team. Senior and Fleming 

(2006) argue for the importance of a genuine and active participation and engagement 

form top management in the organization for success in process orientation 

5.1.4 Lean Production 

Most companies fail with their efforts to implement lean production because of limited 

knowledge of the lean philosophy, which also is the case at Company X, at most levels of 

the organization. The implementation of lean production is challenging and includes 

major organizational changes which may be difficult to realize (Karlsson, Åhström, 

1995). Company X have interpreted TPS and developed their own production system, 

XPS, but have not managed to communicate the philosophy behind it or the objectives to 

the employees in the organization which is the foundation for becoming a visual 

organization according to the analysis model. The challenges lies in understanding the 

philosophy behind lean and make it an integrated part of the organization. TPS is a 

system approach that integrates people, processes, and technologies and must be 

approached from a holistic perspective, involving all employees in an organization (Liker, 

Morgan, 2006).  
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A challenge for Company X is the lack of knowledge at many levels in the organization 

concerning the lean philosophy and so their own production system´s philosophy. There 

further seem to be some resistance to make an actual connection between their production 

system, XPS and TPS which seem to create some confusion for employees. Most 

employees and manages at the case department lack knowledge in the philosophy of 

either lean or XPS why difficulties and resistance to new ways of working are hindering 

the implementation process.  

 

A company is not lean using a couple or some of the lean tools that are accessible and for 

Company X to gain prerequisites for a successful implementation they need to reassess 

their objective and goals as well as reestablish the trustworthiness with their employees 

that no longer seem to respond and take these initiatives seriously.  

 

5.1.5 Visual Organization 

The philosophy of Lean production omits a number of tools and methods to be used to 

improve the organization and the work with continuous improvements. Visualization is a 

method used in this strive and an important factor for the success of lean. At Company X 

there is a desire to increase the level of communication at all parts of the organization. 

The information flow does not work as desired currently, but this is based on general 

perceptions and not facts. Hence, there has not been an analysis done of the current 

situation in order to map the flow and seek knowledge in what the root problems to it are. 

 

The ability for Company X to become a visual organization depends on their ability to 

organize, manage and lead change. All parts presented above are essential for visual 

communication and the ability to share knowledge and information objectively as facts. 

Visualization creates prerequisites for an organization to learn which is a competitive 

advantage and increased profitability, according to several researchers.  

 

Today not many employees understand or seem to believe they lack knowledge or 

information, though the case study indicates lack of knowledge at all levels in the 

organization. It is difficult to take responsibility for actions if not given proper education, 

information and tool to do so which is the responsibility of the mangers. However, in this 

case not even the managers at the case department have been given proper support in the 

implementation processes. They currently does not have the ability to pass knowledge 

down the organization and does not feel they are given proper tools to do so due to the 

lack of opportunity for involvement in the process.  
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As for the timeframe, the process of introducing both the production system and 5S to 

different parts of the organization and as for the education level it has been insufficiently 

and also poorly managed, without any clear leadership and process owner. The way 

managers motivate their employees shows the inscufficiency in knowledge about the 

direction and vision with the initiatives.  

 

One of the biggest challenges for Company X is to develop knowledge of how the 

organizations processes are actually working and how things are actually done, all based 

on facts and not individuals’ objective perceptions. There seem to be lot of decisions that 

are taken not based on facts and hunches of how managers believe things are working and 

being done in the company. Not basing decisions on facts and actual, objective 

knowledge will lead to a situation where time and resource-consuming projects are run 

without reaching the desired end-result (Kotter, 2001; Greif, 1992).  
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6 Conclusion 

The analysis model is based on the interrelationships and involves many important issues 

that contribute to the success or failure of an implementation, in the case of Company X, 

the implementation of a visual organization. They initially have some weaknesses in 

order to successfully develop and implement a visual organization. Leadership issues and 

the development and communication of shared vision and strategies are core in this 

process as can be seen in the analysis model, based on the theoretical findings but weekly 

developed and managed at the company, decreasing the possibility for long-term and 

sustainable results. 

 

Communication is a central feature of an organizations ability to create a competitive 

advantage on the market but to reach a stage of communication flow the organization 

needs to have reached a certain stage of maturity, being able to specify and communicate 

objectives, activities and give feedback. This of course may be difficult in an organization 

that does not already have the prerequisites for information and process flows as being a 

process oriented organization.  

 

Implementation and development of a visual organization to increase competiveness is a 

change a process that takes time and resources but in only successful in a long-term 

perspective if carried out throughout the whole organization, with the participation and 

engagement of all employees at all levels in the organization.  

 

To reach desired effects and results of an implementation the right signals must be 

transmitted to employees which top management is responsible for. Further there needs to 

be a higher level of coordination and cooperation between the functions, creating 

prerequisites for process orientation as well as coordinate individual employees’ personal 

objectives with the organizations to create engagement and motivation for the change 

process. Without the participation and engagement of the employees it will be difficult if 

not impossible to reach the objectives on a more sustainable level. In order to do this the 

issue of leadership, change attitudes and a supportive culture are key features. 

 

In the initial phase of an implementation there need to be a clear structures and distinctive 

leadership, and the responsibility cannot be passed down without adequate knowledge 

and tools. Top management need to become more involved and participate in the 
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implementation process which in turn needs to be preceded by an analysis of the current 

situation to base decisions on facts and not on how things are believed to be.  

The company´s prerequisites and structural maturity are decisive for the development and 

success of the implementation as well as the engagement of top management and the 

ability to commit resources. The implementing process is likely to need different 

measures in different parts of the organization due to maturity levels, why a mapping and 

analysis of the current situation is of importance in the initial phase to take right actions. 
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7 Recommendations for Company X 

Values and Vision: Create a cross-functional team of managers at different levels of the 

organization, form the whole organization to discuss and develop strategies for the 

implementation process and to be acle to conduct an analysis of the current situation and 

the prerequisites the organization has. 

 

Strategy: Set clear objectives for what the aim of visualization, visual communication 

really means for Company X and how to align to get there. It is important to be consistent 

and re-establish the lost trustworthiness as well as allocating resources and engagement. 

Goals need to be set and communicated to all employees in the organization on long-term 

but also on short-term in order to inject motivation in the process.  

 

Structure: Is the current organizational structure interfering or making implementations 

more difficult? Are there clear responsibilities and process owners to carry out the 

essential work that has to be done? The structure of the organization may hinder or make 

an implementation more difficult why this has to be analyzed.  

 

Skills and Knowledge: To create a visual organization; does the organization have the 

right knowledge base and capabilities that are independent of individuals. Education and 

training are central in order to gain long-term results and sustainability. 

 

People: coordination between individual objectives and the organizations are essential to 

engage and motivate in a change situation. Participation at all levels in the organization is 

central for the success of the implementation.  
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