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Abstract 

Lean has been one of the most influential concepts since the early 1990s. It 

revolutionised the way how industries produce consumer products by adapting a new 

operational structure and way of working. However, there is a growing concern that 

lean implementation fails due to the heavy focus or cherry-picking of individual 

methods without a deeper understanding of underlying intention by neglecting to 

establish the lean principles and human aspects. There has also been little attention 

given to how Generation Y (Gen Y) embraces lean. The debate over Gen Y 

characteristics, the size of this group in relation to previous generations, and the 

business challenges today were the contributing inputs to this study. That means 

companies need to rethink their current understanding of work conditions. Based on 

this gap, this study aims to explore how lean principles and methods can be 

transformed to meet the needs of Gen Y. A qualitative research approach within an 

interventionist paradigm was conducted. The main study uses action research as a 

methodology design to understand whether lean can be deployed effectively to 

Gen Y as a principle and method-based approach by focusing on the human 

elements of lean. Within the action research cycles, semi-structured and unstructured 

interviews, focus group sessions, and diaries were applied across one department 

with nine Gen Y employees. This was conducted in order to seek insight into their 

experience with lean. The participants’ responses were analysed using a thematic 

analysis approach.  

The study's first key finding is a strong probability that lean, as it is deployed today, 

will be embraced by Gen Y. The second key finding relates to the enhancements that 

should be made in regard to how lean is deployed today to ensure an even greater 

backing of Gen Y. This study suggests paying equal attention to principles, methods, 

and human aspects. It further contends to increase transparency and 

communication, mindfulness, and technology within the lean principles and methods. 

It further reveals that Gen Y should be included in their lean implementation by being 

engaged, empowered, participative, and reflective. The final key finding is the 

conceptualised lean and Gen Y model to achieve a sustained positive change in the 

future lean implementation and an extension to Gen Y work practice. In summary, 

this study offers a rich, deep insight and knowledge for lean practitioners, managers, 
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and academia on how lean can be effective for Gen Y to attain greater generational 

engagement viewed through the lens of Gen Y. 

The study sets out various contributions. The first contribution is a combined 

understanding of lean and generational studies. The second contribution shows 

theoretical and empirical evidence to which extent lean principles and methods and 

their embedded human aspects are aligned with Gen Y's work view. The third 

contribution relates to the extent to which lean changes need to occur to be 

embraced by Gen Y in the future by providing a model. Finally, on a methodological 

level, the study has demonstrated how to apply action research and that lean 

research can benefit from it. On a practical level, the research approach has shown 

value in how to implement lean. In conclusion, the study provides a holistic view of 

various levels that impact how to apply lean in the future, providing a framework of 

specific modification to rethink the future application of lean.  

Keywords: lean, lean principles, lean methods, human aspects, Generation Y, work 

practice, action research 
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1 Introduction 

For many years lean has changed the story of industries and businesses by creating 

value and how organisations manage their work. It all started with Toyota, which is 

the primary source and what is considered lean today. Toyota was able to change 

the automotive industry through lean as a business philosophy and methodological 

approach. Lean enabled Toyota to design and build high-quality cars while including 

their employees in decisions, problem-solving and creating their work environment 

(Ballé et al., 2017; Yamamoto et al., 2019). Since then, literature has reported 

different success stories about how lean was able to increase the performance of 

industries or businesses (Hopp, 2017). Still, most of the literature is manufacturing-

based (Vasmi and Kodali, 2014; Danese et al., 2018; Sihna and Matharu, 2019). The 

volume of literature on lean, with its variety of definitions, meanings, and approaches, 

has implications for organisations that wish to deploy lean.  

In developed Western society, Gen Y have grown up with sustained economic 

growth, relatively low poverty levels, democracy, and advanced technology 

infrastructure. Therefore, these individuals in Gen Y enter the workforce with the 

expectation of being involved in meaningful tasks and systematically instructed to do 

so. It means that Gen Y, who not only thinks and acts differently and might have 

different work expectations from the previous generations, may not embrace lean 

(Shaw and Fairhust, 2008; Torsello, 2019; Massingham and Chandrakumara, 2019) 

without alterations to its current results-oriented and methods-only implementation 

approach.  

The perspective of this study is that lean is best served by a consistent definition and 

meaning. Unfortunately, over the last three decades, research on lean has not led to 

a consensus about its meaning (Shah and Ward, 2007; Samuel et al., 2015; Yadav 

et al., 2017; Danese et al., 2018). Throughout this research, lean will refer to a 

holistic business strategy that encompasses the entire organisation. It is based on a 

philosophy, as a way of thinking related to principles that concretise the philosophy 

and practical methods as actions to implement the principles – a triangle where 

human factors are of equal importance and embedded within the principles and 

methods. This view is general and modern enough to facilitate a lean transition 
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regardless of the organisation. However, it requires commitment and involvement, 

e.g., providing training and time for the organisation in question.  

In line with Shah and Ward (2003; 2007), Bortolotti et al. (2014), Yadav et al. (2017), 

Yamamoto et al. (2019), and Sahoo (2019), this study suggests that it is vital to 

incorporate lean principles and the human factors of lean into its implementation. It 

emphasises employee engagement, especially for Gen Y. This study attempts to 

investigate the gap in the lean literature regarding whether lean can be deployed 

effectively to Gen Y as a principle and method-based approach to create an effective 

work environment for Gen Y. The underlying assumption is that a successful lean 

adoption should include an understanding and motivation behind the principles and 

method of lean to apply it, as proposed by Chay et al. (2015). This study sets out to 

introduce lean to Gen Y with the intent of transforming the business practice and 

seeks to do this through an action research methodology working with employees 

who can be described as Gen Y. By doing so, this study respectfully hopes to 

contribute to the existing lean body of knowledge on lean theory and lean in practice. 

The remainder of this chapter includes the following: background of the study, 

statement of the problem, theoretical and methodological framework, rationale, aim 

and objectives of the study, significance of the problem, definition of terms, thesis 

structure, and a conclusive summary. 

1.1 Background of the study 

Businesses are constantly challenged to prove their adaptability to change by being 

resourceful. Nowadays, companies face and must respond to challenges, such as 

emerging technologies, globalisation, intense competition, demanding customers, 

and financial crises, causing markets to be more disrupted than ever (Vasmi and 

Kodali, 2014; Psomas and Antony, 2019). Not to mention the recent Covid-19 

pandemic, inflation, and recession the world has experienced since the study started. 

Indeed, businesses are constantly challenged to improve their operations, foster their 

human resources by improving work conditions, and manage complexity, such as 

product-service requirements, to enhance competitive advantage. In addition, 

research suggests that the workforce, defined as Gen Y, has different motivations 
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than the previous generation (Shaw and Fairhust, 2008; Massingham and 

Chandrakumara, 2019).  

Authors such as Kian and Yusoff (2012), Lanfredi et al. (2018), Venne and Hannay 

(2018), Torsello et al. (2019), Muskat and Reitsamer (2020) highlighted specific 

Gen Y work view characteristics that could be influential in work-related practice. For 

example, striving for meaningful work, a desire for more feedback and appreciation, 

task flexibility, being goal-oriented, and more autonomy in their work. To address 

this, Burch and Smith (2019) demand that organisations rethink their current work 

practices. To illustrate this, Whitney et al. (2009) and Burch and Smith (2019) argue 

that organisations should make work relevant for this group, provide learning and 

feedback opportunities and let them be part of the decision-making process. 

Considering Gen Y is already entering management positions, it becomes vital to 

stimulate a workplace where employees are engaged (Lewis and Wescott, 2017). 

With respect to business challenges today, the way to compete in the future might be 

by getting your workforce engaged, motivated, and behind your goal (Lewis and 

Wescott, 2017; Burch and Smith, 2019). 

Organisations across the globe have adopted lean. It has moved from a Japanese 

manufacturing context to service industries, evolving to an integrated managerial 

approach (Shah and Ward, 2007; Bortolotti et al. 2014; Hanna and Ville, 2018). The 

philosophy, principles, and methods associated with lean have become a standard 

for organisations to overcome challenges to be competitive (Bortolotti et al., 2014; 

Gaiardelli et al., 2019). However, implementing lean is a challenging task. 

Understanding the factors of a successful lean implementation based on the Toyota 

production system (TPS) has increasingly improved over the last two decades (Islam, 

2020). Much of the research done in the field of lean has been accomplished to 

understand the implementation of methods, application of lean principles, success 

factors, and the role of leadership in lean (Yadav et al., 2017; Camuffo and Gerli, 

2018; Islam, 2020). Authors such as Holweg (2007), Stone (2012), Marodin and 

Saurin (2013), Danese et al. (2018), Psomas and Antony, (2018), Yamamoto et al. 

(2019), Neena and Misha (2019) and Ciano et al. (2019) provided some excellent 

summaries on the evolution of lean while also pointing out future trends for this 

subject. Several authors focused on determining the cause of an unsuccessful lean 
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implementation (Rathje et al., 2009; Bhasin, 2013; Coetzee et al., 2016; Hines et al., 

2018; Islam, 2020).  

Set against this lean debate, there has been the emergence of generational 

differences in the workplace, with authors such as Whitney et al. (2009), 

Giesenbauer et al. (2017), and Massingham and Chandrakumara (2019) contending 

that each generational grouping has different expectations and characteristics. Given 

these factors, a key question is: How can lean be deployed with a workforce 

consisting of Gen Y? 

Organisations today embrace lean because of the benefits it promises, such as 

improved quality, reduced cost, or predictable delivery time. However, there is a 

growing academic and business concern as to whether lean, with a predominate 

focus on the mechanics of implementing the methodology, tends to neglect the 

human aspect of lean in its approach (Marodin and Saurin, 2013; Chay et al., 2015; 

Yadav et al., 2017; Ciano et al., 2019). Yadav et al. (2017) and Danese et al. (2018) 

argue that the methods-based lean implementation approach can hinder 

organisations from utilising the full potential of lean. This argument is supported by 

Nogueira et al. (2018), who contend that lean implementation failure can occur due to 

a predominant focus on specific lean methods and the misapplications of lean 

deployment. In reaching this conclusion, the authors call to increase the attention to 

lean principles and human factors in lean implementation, which is also supported by 

Chay et al. (2015), Bortolotti et al. (2014), Danese et al. (2018), and Neena and 

Misha (2019).  

Addressing the principles and human factors when deploying lean is especially 

relevant today because of different working conditions due to changes in society and 

technology, together with potential generational differences in work attitudes 

(Whitney et al., 2009; Nübold and Maier, 2012; Weßels and Havarbier, 2015; Huf, 

2017; Massingham and Chandrakumara, 2019; Balassa and Nagy, 2019). This has 

potentially led to a need to rethink current management approaches, including that of 

lean. Writers such as Whitney et al. (2009), Torsello (2019), and Balassa and Nagy 

(2019) contend that Gen Y has transformed the working practice in the workplace by 

demanding changes to working conditions. This has included increased and less 
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formal cooperation with superiors and colleagues and a shift from a control-based to 

an informal and trust-based approach. 

Back in 2009, Rother questioned whether lean can be a driver in creating an effective 

work environment, fostering problem-solving capabilities, creating a proactive 

mindset, and being part of the decision-making process. In addition, Bortolotti et al. 

(2014) and Yadav et al. (2017) note that lean offers autonomy, teamwork, and 

transparency. Research by Liker (2004), Worley and Dollen (2014), Chay et al. 

(2015), Yadav et al. (2017), Danese et al. (2018), and Sahoo (2019) highlighted the 

importance of lean in achieving performance by engaging the workforce. 

Organisations need to focus on their employees in order to achieve performance. 

Lean is a potential approach that engages Gen Y as the most significant future 

working generation, leading them to understand and sense the situation by being 

responsive to their characteristics. However, there is currently no understanding of 

applying lean to Gen Y.  

1.2 Statement of the problem 

This study's aim is centred around two problems: The dominance of lean methods 

while implementing lean and the underdeveloped research regarding lean and 

Gen Y. 

1. Several studies acknowledge principles and human aspects as essential in 

lean since people are the main drivers and principles act as orientations in 

lean implementation. However, lean implementation fails due to the heavy 

focus or cherry-picking of individual methods without a deeper understanding 

of underlying intention by simultaneously neglecting to establish the lean 

principles and its human aspects, such as empowerment and group work 

(Yadav et al., 2017; Coetzee et al., 2018; Yamamoto et al., 2019). The limited 

focus on methods will confuse and mislead employees, causing more 

problems for companies to implement lean. Moreover, the lack of principles 

and human aspects have been associated with failed superior performance for 

companies while implementing lean (Yadav et al., 2017; Gaiardelli et al., 

2019). Consequently, lean will not be embraced. Therefore, researchers and 
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practitioners must pay equal attention to lean principles, methods, and human 

aspects to fully benefit from lean.  

2. No lean research exists that investigates whether Gen Y embraces lean. The 

combined lean and Gen Y research is still underdeveloped (Torsello, 2019). 

Only a few studies have focused on lean and generational differences (Lewis 

and Wescott, 2017; Tortorella et al., 2019) or tried to understand how to use 

modern technology for lean training for Gen Y (Burch and Smith, 2019). 

Considering Gen Y's size as three times larger than the previous Gen X 

(Allerton, 2001), companies must rethink their current understanding of work 

conditions. There are two reasons for it: (1) Employee's response to 

organisational structure, processes, or approaches such as lean. It affects 

their work behaviour and, with that, their potential to be innovative or engaged. 

(2) To utilise lean in the future as an answer to business challenges, Gen Y 

needs to embrace it. 

In summary, the problem is a heavy focus on lean methods, causing organisations 

not to utilise lean to its full advantages regarding performance and an engaging 

environment. The second problem is an underdeveloped understanding in literature 

and practice of whether Gen Y embraces lean. The combined effect is a worst-case 

scenario: All organisations who wish to implement lean will not be able to implement 

it successfully.  

Based on the identified problem, the intended study will focus on understanding how 

lean can be deployed effectively by Gen Y as a principle and method-based 

approach by focusing on principles and methods that trigger the human factors of 

lean. In addressing this question, the study will provide new academic and practical 

insight into how lean can be used strategically to gain competitive advantage through 

generational engagement. 

1.3 Theoretical framework to support the research 

The lean and Gen Y body of knowledge will inform this study. 

As described in the opening of this Chapter 1, years of research, evolution and broad 

exploration of lean did not lead to a consensus about its meaning and conception 

(Shaw andWard, 2007; Samuel et al., 2015; Yadav et al., 2017; Danese et al., 2018). 
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This lack of consensus means the classification between principles, techniques, 

methods, instruments, practices, or human factors is not always precise and varies 

from author to author. It is essential in this context to delimit the wording to determine 

the focus and provide a common understanding for this study.  

For this study's understanding, the following theoretical framework is introduced. It 

comprises the Gen Y literature, lean principles, and lean methods. Embedded within 

the principles and methods are the human factors of Theo lean. More detail is 

provided in Chapters 2.3.3 – 2.3.7. A graphical representation of the theoretical 

framework is provided in Figure 1.  

 
Figure 1: Theoretical framework 

First, this study's theoretical understanding of lean is built on lean principles and 

methods. Of those principles and methods, only those that advocate human factors 

will be further explored through theory and empirical research.  

Lean principles explain why things are done and how an organisation should be 

managed or structured (Yadav et al., 2017; Tortorella et al., 2019). The lean literature 

that supports this study builds primarily on the original work by Womack and Jones 

(1996), Liker (2004, 2007), Ohno (1988), and Ohno and Bodeck (2019). It provides 

the ground to develop an understanding of the principles of how practitioners and 

scholars build their meaning of lean. First, by using the five principles of lean 

demonstrated by Womack and Jones in Lean Thinking (1996), it addresses the 

eyes of the customer ■ 

Teamwork ■ 

lean studies 

Principles • 

Strive for perfection 

= continuous 
improvement ■ 

Methods• • 

Hoshin Kanri ■ 

Process mapping 

•womack & Jones (1996); Liker (2004, 2007) 

Generational studies • • • 

Gen Y 

Gen Y characteristics 

Gen Y work view 

• •Gupta et al, (2015), Bortolotti et a1. (2015), Gaiardelli et al. (2017), Lewis & Wescott (2017); Kraspu-Vehkapera & Jsoherranen (2018), Tortorella et a1. (2019); Burch & Smith (2019; 
• • • Eisner (2005), Kehrli & Sopp, 2006; Orrell, 2009; Twenge et al., (2010); Venne & Hannay, (2018), Skorska (2018), Lanfredi et aL, (2018), 

Torello (2019), Massingham & Chandrakumara (2019), Muskat & Reitsamer (2020) 
■ Human factors embedded within 1ean principles/methods according to, Bou-Uusar et aL (2009) and Bortollotti et al. (2015) 
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limited consensus on lean. Because these principles lack the focus on people, this 

study uses the work of Liker (2004) to ensure it is addressed. He expanded on the 

principles of Womack and Jones (1996) to explicitly include the human factors 

scattered throughout his identified principles. Second, to reinforce the human factors, 

this study will draw on the original principles of respect for people derived from the 

Toyota Production System. Ohno realised the importance of respect for people as a 

critical principle to make lean work and achieve superior performance. However, lean 

practitioners neglect this principle, causing limited success in lean implementation 

(Coetzee et al., 2019). 

 

This study introduces six principles to develop an understanding and meaning of 

lean.  

1. Define value from the eye of the customer 

2. Establish a value stream while aiming at value-add activities and waste 

elimination 

3. Create a process of flow without interruption 

4. Pull according to customer demand 

5. Strive for perfection 

6. Respect for people 

Lean methods support implementing the lean philosophy and principles (Antony et 

al., 2003; Yadav et al., 2017). For this study, lean methods were chosen in order to 

address (a) the renewed focus on people, (b) workplace expectations regarding 

Gen Y, and (c) a service environment. The literature is primarily provided by Bou-

Llusar et al. (2009), Gupta and Sharma (2016), Bortolotti et al. (2014), Gaiardelli et 

al. (2019), Lewis and Wescott (2017), Hanna and Ville (2018), Tortorella et al. (2019) 

and Burch and Smith (2019). 

This study introduces five methods: 

1. Teamwork 

2. Plan Do Check Act (PDCA) 

3. Process mapping 

4. Shop floor management 

5. Hoshin Kanri 
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The literature regarding human factors in lean is fragmented, with conflicting 

meanings. There is, however, a consensus among authors that certain lean 

principles and methods trigger human factors while applying lean. For this study, 

human factors refer to intrinsic motivation, involvement, workplace safety, health 

autonomy, feedback, and appreciation of employees (Liker and Braun, 2009; 

Coetzee et al., 2019; Gaiardelli et al., 2019). Bortolotti et al. (2014) state that 

principles and methods that focus on relations, teamwork, leadership, customer and 

supplier involvement, and continuous improvement harvest the human factors while 

implementing lean. Furthermore, focusing on these particular lean principles and 

methods gives a more significant performance output.  

Based on this brief explanation, human factors are not a new idea within lean. 

Certain lean principles and methods foster human factors, such as intrinsic 

motivation, involvement, workplace safety, autonomy, feedback, and appreciation of 

employees. In conclusion, human factors are embedded within lean principles and 

methods. In such a context, the study primarily focuses on principles and methods 

related to human factors to generate a higher buy-in for implementing lean.  

Human factors within the lean principles and methods: 

1. Define value in the eyes of the customer 

2. Strive for perfection 

3. Respect for people 

4. Teamwork 

5. Shop floor management 

6. Hoshin Kanri 

For clarification, this study focuses on lean principles and methods that advocate 

human factors. In addition, methods, such as Plan, Do, Check, Act (PDCA) and 

process mapping, are included because they mediate the intangible principles. 

Furthermore, the chosen methods relate to the Gen Y workplace and a service 

environment. Finally, the principles of introducing value-added activities through 

eliminating waste are included because it is a core idea of lean.  

Second, the Gen Y literature that has been critically reviewed to create an 

understanding and meaning of Gen Y is based on the nature of Gen Y and its 
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implication for the workplace, drawn from different authors, e.g., Eisner (2005), Kehrli 

and Sopp (2006), Orrell (2009), Twenge et al., (2010) Venne and Hannay (2018), 

Skorska (2018), Lanfredi et al. (2018), Torello (2019), Massingham and 

Chandrakumara (2019), Muskat and Reitsamer (2020). 

In conjunction, Gen Y served as a lens to view and explain how lean could be 

deployed effectively to Gen Y as a principle and method-based approach by focusing 

on the human factors of lean, with the intent of transforming business practice by 

attaining greater generational engagement as employees and, in the long-term, being 

used as an effective business strategy for future Gen Y practitioners. 

1.4 Methodology framework 

The following study is of a qualitative nature, grounded in the interventionist 

paradigm using AR to change the participants’ work practice to attain greater 

generational engagement by applying lean principles and methods. It serves to 

understand how lean can be deployed effectively by Gen Y as a principle and 

method-based approach by focusing on the human aspects of lean. 

The ontology of the interventionist paradigm using AR is that to enable social life, 

participants need to agree to social reality (Ransom, 2013; Bradbury, 2015). That 

means social reality exists to a certain degree. People's needs and perspectives, 

however, influence it. Therefore, the reality is divergent, multiple, and based on how 

useful it is for people (Harwood and Eaves, 2018). Consequently, the phenomena in 

this study, such as Gen Y's lean experience and expectation, are socially 

constructed. Socially constructed means through Gen Y's actions (lean application) 

and their experience with it in an industry service context.  

The epistemology of this paradigm relies on engagement, relationships, a democratic 

approach, and a desire to develop shared interests regarding practical contributions 

(Braa and Vidgen, 1999; Bradbury, 2015). Knowledge is created by conducting 

deliberate actions, such as introducing lean principles and methods to achieve 

changes, such as increased transparency through daily communication to solve 

practical problems, such as prioritisation (Braa and Vidgen, 1999; Harwood and 

Eave, 2018; Tiitale et al., 2020). Thus, how lean can be deployed to a Gen Y cohort 

was developed collaboratively by the researcher and research participants.  
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The axiology of this study is based on building a relationship between the participants 

and the researcher (Braa and Vidgen, 1999). The values of the participants and 

researcher are embedded through the methodology. Since the researcher's role is 

that of an outsider to the organisation and, at the same time, an insider to the 

phenomena, it is crucial to be transparent, open-minded, and consciously aware of 

any biases (Jönsson and Lukka, 2007; Ransom, 2013; Tittola et al., 2020). Any 

biases are revealed in Chapter 3.9, as well as the history and position of the 

researcher. 

Finally, in order to effect change, AR was used as the methodology. AR is targeted to 

transform knowledge while the researcher conducts some kind of change by 

combining understanding and action. It happens through team efforts in an actual 

situation (Susman, 1983; O'Brien, 1998). It is, in other words, learning by doing. It 

brings the researcher and participants together to solve the practical situation while 

contributing to academia (Harwood and Eaves, 2018; Davison et al., 2021). The 

principles of AR, such as participation and collaboration, align with the ontology to 

answer the specific research objective. Based on the purpose of the thesis to 

determine whether the lean needs to be modified to be an effective model for Gen Y, 

AR was suitable because it involved the participants affected by the change. AR 

provided the appropriate frame since the study was an investigation in a real-world 

environment focusing on the participants' actual experiences. Throughout the 

research process, the research team – comprised of nine Gen Y practitioners - 

implements the actions, such as Shop floor management, works with the 

implemented change, and reflects upon it. By collaborating with the nine team 

members using data collection techniques of interviews, focus groups, reflective 

diaries, and the researcher’s diary, the researcher gathered data with detailed 

responses. AR guided the participants to share their actual lean experiences, which 

uncovered meaningful, real, deep, and insightful data. AR was a suitable approach 

because it explored how Gen Y perceived the lean principles and methods and how 

they needed changing. Using AR facilitated change, participation, and simultaneously 

gained deep, insightful data.  

Figure 2 displays an overview of the study's design. A more detailed discussion of 

the methodology is provided in Chapter 3.  
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Figure 2: Overview of the research design 

1.5 Rationale 

Organisations need to expand their understanding of lean, which allows an 

understanding of utilising lean for Gen Y by incorporating the principles and methods 

that trigger the human factors into the deployment. As Gen Y is becoming the most 

significant workforce, lean could give organisations an approach to engage these 

employees in creating a workplace that fosters innovation, creativity, and productivity. 

Also, to utilise lean in the future as an answer to business demands, it needs to be 

understood and embraced by Gen Y. Lean is people-centric; using lean and the 

voice of the employees performing their daily tasks might be an answer for an 

organisation to overcome its challenges. To remain competitive in the following 

decades, engaged employees will be critical to contribute to the company's success. 

It is the change – not only environmentally driven – in working conditions based on 

the Gen Y demand to rethink current approaches, such as lean, that drives the 

primary scope of the thesis. 

By utilising a research design grounded in an interventionist paradigm with AR, this 

study approaches lean and Gen Y cohorts to determine how Gen Y experienced lean 
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at their workplace. Capturing this kind of insight through surveys or interviews might 

be difficult because the overall research topic might be reduced to simplistic ideas. 

Thus, conducting the study from an interventionist perspective while using AR 

research can clarify how Lean responds to Gen Y by understanding the perception of 

Lean while experiencing it in their workplace.  

Investigating the perception of lean for Gen Y employees is imperative for 

organisations to utilise lean to have an engaged workforce and overcome business 

challenges. Therefore, it is crucial to understand Gen Y first, and then how lean and 

Gen Y correspond to recommend lean in combination with this generation. An AR 

methodology allows the participants to be engaged during the action and reflection 

phase, allowing them to open up about their experience and perception of lean. It 

provided a deeper and richer understanding of the topic.  

To sum up, The rationale for this study is professional, academic, and, to a certain 

degree, personal because the researcher built her career on it. These three motives 

are the driving forces behind this qualitative thesis grounded in an interventionist 

paradigm, using AR as a design that triangulates the data and includes member-

checking of the findings.  

1.6 Research aim and objectives 

The research aim and objectives are developed based on the provided background, 

problem statement, theoretical and methodology framework, and rationale.  

The intended study sets out to understand whether lean can be deployed effectively 

to Gen Y as a principle and method-based approach by focusing on the human 

factors of lean, with the intent of transforming business practice by attaining greater 

generational engagement as employees and in the long-term, being used as an 

effective business strategy for future Gen Y practitioners. That means the outcome 

should demonstrate whether participants embraced lean (or not) through a changed 

work practice based on lean principles and methods. 

To do so, this study sought to understand the characteristics of Gen Y, particularly in 

relation to work view, including lean principles and methods that relate to changed 

work practice. The details are necessary to understand lean's impact and facets that 
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complement Gen Y characteristics. This study will apply lean principles and methods 

focusing on human factors in a Gen Y pilot group to explore their actual lean 

experience. For example, will Gen Y embrace lean, does lean lead to transformed 

work practice, does lean stimulate an environment that leads to a generational 

engagement, and are alterations in lean necessary to be embraced? Exploring 

Gen Y's actual lean experience in detail (principles, methods with its human factors) 

underlines the problem described. The proposed framework should add to the field of 

lean and its application in a similar setting.  

Therefore, the research aim is defined as follows: 

AIM: To explore how lean principles and methods can be transformed to meet the 

work expectations of Gen Y. 

The study aims to provide empirical insight into whether lean is an approach that 

includes working conditions to be embraced by Gen Y. It is expected that lean affects 

Gen Y’s behaviour and their potential to be engaged. However, Gen Y’s response to 

lean principles and methods is unclear. Therefore, the study will determine if and how 

lean needs to be modified to be an effective model for Gen Y. 

The research aim is further divided into four research objectives (RO) 

• RO 1: To understand the characteristics theoretically of Gen Y in terms of their 

work view. 

• RO 2: To identify and characterise theoretically the part of the lean principles 

and methods related to a changed work practice. 

• RO 3: Through action research, examine why, how, and to what extent the 

specific lean principles and methods meet the Gen Y characteristics and what 

changes might be needed in lean to occur for its successful deployment. 

• RO 4: To conceptualise the outcome by creating a model of lean applicable to 

Gen Y.  
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1.7 Statement of potential significance 

By investigating whether lean can be deployed effectively to Gen Y as a principle and 

method-based approach, this study provides valuable knowledge by gaining insight 

into how lean can be used as a strategic approach to gain competitive advantage 

through generational engagement. This study contributes valuable knowledge by 

addressing the lack of lean and Gen Y literature.  

Contribution to academia 

This research will enhance the knowledge of lean and Gen Y since most previous 

research in both domains has been done independently. This study provides a 

reasonably new perspective by researching the relationship between lean and 

Gen Y. The unique contribution is investigating the Gen Y employees' perception of 

lean. A few published papers identified methods and principles aligned with Gen Y; 

however, they neglected to investigate the how and why. That means a critical 

explanation of why some methods and principles are better accepted than others is 

missing. In addition, an explanation of how these principles and methods were 

implemented is missing, e.g., through a management order or the involvement of the 

employees. This is significant in understanding and effectively choosing the method 

and principles to create the desired condition to adapt lean. The study will also make 

a significant academic contribution by providing a model indicating why, how, and 

which of the specific lean principles and methods best match Gen Y characteristics 

for successful lean adoption. 

In addition, the study addressed the call within lean research to incorporate the 

principles with a focus on human factors of lean into the deployment (Yadav et al., 

2017; Coetzee et al., 2018; Danese et al., 2018; Yamamoto et al., 2019). 

Establishing greater clarity in lean deployment by paying equal attention to principles 

and methods by including human factors adds value to the discussion of lean 

adoption and implementation effectiveness.  

Furthermore, some emergent topics will add to academia. For example, most of the 

studies focus their attention on manufacturing. (Ciano et al., 2019) Only a small 

volume of research is oriented around service and includes health care, education, 

product development, IT, etc. (Gupta and Sharma, 2016; Krospu-Vehkapera and 
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Isoherranen, 2018; Sinha and Matharu, 2019). This study explores how to develop 

the effectiveness of lean in the workplace by understanding lean as a philosophy to 

enhance productivity and support and engage employees. It will generate further 

debate on how to do this.  

It will raise the understanding of lean adoption in a service environment. Given that 

most studies analysed management's role in a lean environment, only a few studies 

are centred around employees. It is surprising, considering that quite a number of 

authors describe employee engagement as critical. This study addresses this gap by 

focusing on the employees.  

Furthermore, this thesis contributes to academia associated with research design 

and methodology by choosing AR as a design. AR provides a setting that engages 

the employees with its principles of participation and collaboration. The iterative 

process of AR deepens the employees' understanding of lean to support answering 

the research objective. As such, AR has been utilised as a research and change 

management approach. That means participants could share their perception of the 

actual lean experience and their ideas on being engaged, adapting, and adopting 

lean while improving their performance. The results provided a more in-depth 

understanding of the participants’ views and supported filling the gap in the current 

body of knowledge by gaining data on the participants’ experiences. Changes within 

the group work practice, challenges, and information that helped identify aspects to 

alter lean (or not) were captured.  

Contribution to practice 

Understanding how lean needs to evolve to engage Gen Y might help organisations 

respond to constantly changing business demands. By doing so, this study points 

toward two deficiencies described in Subsection 1.2: Statement of the problem: (a) 

how lean corresponds with the Gen Y work view and (b) the limited focus of lean 

principles and human aspects in the deployment.  

Lean can lead to increased organisational performance by engaging the workforce. 

Academia and organisations benefit from this study by using this knowledge to 

develop strategies to increase engaged associates in the workforce. Authors such as 

Rother (2009), Ballè et al. (2017), and Torsello (2019) argue that engaged 
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employees are assets to an organisation because of their contribution to its success. 

Understanding and determining whether/ how Gen Y responds to lean is essential. If 

applied correctly, lean poses opportunities for organisations. It could give 

organisations an approach to creating more employee innovation, creativity, and 

productivity. However, to utilise lean as an answer to business demands, it needs to 

be understood and embraced by Gen Y.  

Also, it is essential to note that this study is based on a service area while focusing 

on the employees rather than the manufacturing process and management level of 

decision-making and leadership. This is an additional contribution to the lean 

literature since most of the research has been undertaken at the organisation's 

manufacturing and/or management level. In contrast, this research provides insight 

into how employees perceive lean while undertaking their organisational role. This 

research has explored some forces that challenged the employees to contribute to 

the company's objective while implementing lean. Moreover, it adds valuable insight 

into which lean methods and principles can best be applied in a service environment.  

Finally, by using action research (AR), the study identifies how essential a defined 

lean training, employee empowerment, participation, and teamwork are to implement 

lean into a new environment properly. It shows how the researcher herself utilised 

AR by providing lean insight to the participants. By using AR, the researcher was 

able to create a collaborative atmosphere.  

In summary, this study provides a deeper understanding of how to deploy lean to 

engage Gen Y and improve organisational output by utilising AR as a research 

methodology and a change management approach.  
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1.8 Definition of terms 

The following sections provide terms with definitions as used in this study. The 

supporting literature regarding lean is drawn from Womack and Jones (1996) and 

Liker (2004, 2007). The generation definition is based on Mannheim's (1952 and 

2000) 

Continuous improvement is constant change in a condition that results in a better 

future. 

Cell-based manufacturing is the efficient placement of work (raw material, work in 

process, and finished goods), stations, and operators supporting one-piece flow. 

Gemba is the place where work happens. 

Generation is a group of people of similar age that share the same historical events. 

DMAIC Process is a systematic approach to continuous improvement. Stages are: 

Define, measure, analyse, improve, and control. 

Flow is the fluent transfer of raw materials to finished goods. Ideal flow is considered 

one piece at a time, meaning no more than one raw material or sub-assembly is 

transferred downstream between operations. In administration, information is to be 

considered the product and, therefore, must also flow one piece at a time. 

Five why is to be used with the fishbone diagram as a means to ensure that root 

cause analysis is appropriately conducted by asking why a problem occurred five 

times. 

High touch refers to not searching for files, not clicking on a mouse, and a simple 

touch on a screen which turns a portion of the screen green or red. 

Hoshin Kanri means management by direction and is a disciplined and structured 

means for developing long-term strategy deployment. It is broken into six phases: a 

company’s long-term vision, mission and core values, mid-term breakthrough 

objectives and short-term annual improvement priorities and actions. 

A fishbone diagram is a systematic approach for root cause problem-solving based 

on five categories, e.g. man, method, machine, measurement, and material. 
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Just-In-Time (JIT) refers to the minimal quantity of inventory (raw materials, sub-

assembly and finished goods) required in order to allow the values stream to flow for 

maximum efficiency, ultimately one-piece flow. 

Kaizen is a mindset of continuous improvement and can be any action or event that 

results in continuous improvement. 

Kanban is a signal initiated by a downstream process that triggers the pull of a 

product from an upstream process. Kanban prompts ensure minimal inventory is held 

within the value stream. Once again, information may be the product in 

administration and thus needs to be pulled. 

Lead time is defined as the amount of time required to pull raw materials through the 

value stream, resulting in finished goods for the customer and getting paid. Lead time 

includes not only operating time but also transportation and waiting time. 

Muda is the Japanese term for waste. 

One-piece flow is the ideal state for the flow of materials or information. No more 

than one piece of work (raw material, sub-assembly, or finished products) should be 

contained between operations within a value stream.  

Non-Value-Added Work is any activity that does not directly change the fit form or 

function of the product or service, otherwise considered waste. 

Pull transfers a good or service from an upstream process to a downstream process 

initiated only when the downstream process calls for it. 

Push is the build-up of uncontrolled inventory between operations within a value 

stream. 

PDCA is a structured means of quality insurance. It is a circular cycle consisting of 

four phases. Plan, do, check, act introduced by Deming.  

Process mapping is also known as swim-line mapping. It is a visual means of 

defining a process. It consists of breaking the map into cross-functional lanes from 

top to bottom and then plotting the resources and activities along the map within the 

various functions from left to right. 
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Shop floor management is the means for collaboration, communication, and 

continuous improvement at Gemba. It consists of timed meetings conducted by 

assigned roles and daily reviews of specific targets.  

Standardisation ensures that all activities are conducted the same way, thus 

reducing variations, and is the foundation of continuous improvement. 

Takt time is a cadence or the rate at which the value stream should flow. It is 

calculated by dividing the average customer demand by the available work time. It is 

the key to synchronising a value stream and achieving a one-piece flow.  

Total quality management is a mindset focused on ensuring quality from a product 

to a service at every step of the process. 

Toyota Productions System is Toyota’s business philosophy and is the base for all 

lean programs. 

Value-add is any activity directly contributing to changes in a product or service's fit, 

form, or function. 

Value stream is any activity, either value-added or non-value-added, required to 

bring raw materials from the supplier through all operations, resulting in finished 

goods for the customer. 

Visual management is the ability to look at a glance within a process and determine 

whether it is in control. Visual management ensures that the workplace is organised 

and free from clatter. It also ensures associates know what to do and where they are 

in the process.  

Waste is all non-value-add activities. Waste is classified into seven categories. 

1.9 Thesis structure 

The structure of this thesis is in a 7-chapter format (Fig. 3). Chapter 1 provides an 

introduction, the topic's background, and establishes the significance for practice and 

academia. Chapter 2 consists of the literature review on Gen Y and lean. It informs 

the study about Gen Y characteristics, including an extended view of the workplace. 

Additionally, it provides insight into the evaluation, meaning of principles and 
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methods of lean, and its impact on employees. It will reveal what lean principles and 

methods align with the characteristics of Gen Y. Chapter 3 will discuss the research 

paradigm of the study and its chosen methodology, including the procedural plan, 

followed by a discussion of the research setting, data collection instrument, data 

recording, and analysis as well as establishing trustworthiness and authenticity. The 

last part comprises the researcher's history, assumptions and delimitations made for 

this study and closes with ethics. Chapters 4, 5, and 6 contain and discuss the 

findings in three parts organised around the AR cycle, lean principles and methods, 

emerging themes, and a model that conceptualises them. Chapter 7 summarises the 

contribution to knowledge, methodology, and practice, presents limitations and 

recommendations for future research, and closes with a final reflection and remarks. 

 
Figure 3: Chapter structure 
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1.10 Conclusion of Chapter 1  

Research suggests that lean has evolved from a tool-based discussion to a holistic 

managerial approach. However, researchers have criticised the dominance of lean 

methods and neglect of principles and human factors while implementing lean 

(Bortolotti et al., 2014; Yadav, 2017; Danese et al., 2018). This is especially 

important, considering Gen Y has transformed the workplace working practice, 

resulting in the cohort demanding changes to working conditions (Whitney, 2009; 

Torsello, 2019; Balassa and Nagy, 2019). The situation has led to a need to rethink 

current management paradigms, including lean. Much of the research that addresses 

lean and Gen Y is conducted separately, thus underscoring the significance of this 

study trying to understand what in lean aligns with Gen Y's work view. Chapter 2 

focuses on reviewing the existing bodies of literature regarding lean and Gen Y and 

its relation to the workplace - further presenting patterns and gaps in the current 

literature.  
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2 Literature review 

This chapter critically reviews the literature on lean and Gen Y. The purpose of the 

chapter is to present what is meant by lean and Gen Y to synthesise the study's 

understanding of it. The intent is not only to present current academic knowledge but 

also to identify the relationship between lean and Gen Y to draw implications for the 

following research. It is presented in five parts. The first part informs the study about 

the chosen literature review methodology. The second part informs the study on 

Gen Y. It focuses on how they grew up and how it formed their characteristics, 

particularly how it shaped their behaviour and the extended view of the workplace. 

The third part of the literature examines lean. This part is reviewed from the 

perspective of evolution, the meaning of principles, methods, human factors, and the 

impact on employees. The fourth part of the literature review will reveal what lean 

principles and methods align with Gen Y's characteristics and the final implications 

for this research. The last part contains a conclusion of the chapter.  

2.1 Methodology 

In order to frame an understanding of this research, a literature review is necessary. 

This chapter will inform the study of existing literature on lean and Gen Y using a 

narrative literature review. In qualitative research, the literature review serves as a 

guide for data collection and sets the groundwork to develop a theoretical framework 

(Collis and Hussey, 2014). A plethora of research exists on lean and Gen Y, making 

it particularly challenging to conduct a complete systematic literature review; 

therefore, a narrative one has been chosen. It will emphasise the original intent of 

key ideas and their authors to associate the research with the original thoughts. 

Therefore, it provides a broader perspective of the knowledge grounded in various 

studies of relevant areas at different times. The critical evaluation of the relevant 

literature in both domains provides a common understanding of lean and Gen Y by 

reviewing its meaning and underlying ideas. In addition, the study can position itself 

among existing theories by interpreting the different definitions of lean principles, 

methods, human factors and Gen Y characteristics. Furthermore, identifying the 

relations between lean and Gen Y creates an understanding of the gap between both 

fields and justifies additional research.  
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As Baumeister and Leary (1997) state, a narrative literature review aims to critique, 

synthesise and identify limitations in previous research. In line with this argument, the 

narrative review provides a solid basis for the argumentation of the following study 

(Bryman, 2016). That said, a narrative review allows one to understand the domain 

from different perspectives comprehensively (Green et al., 2006). As described, the 

complexity of lean and Gen Y and the explorative nature of the intended study justify 

a narrative review. The result of the literature review is a theoretical framework. In 

addition, the critical review of existing research with its relevant theoretical ideas 

serves as the basis for potential themes in the action research process and guides 

the interpretation of the findings. 

In contrast, a systematic literature review is generated by answering a very narrow 

research question based upon an extraction of evidence through literature criteria 

(Green et al., 2006; Aarseth et al., 2017). The narrative will present a story 

connecting a conversation and pointing out the course of the domain by allowing it to 

elaborate on an interesting new point of view (Badke, 2017). This argument supports 

another characteristic of the narrative literature review. This approach is slightly 

subjective because the researcher's tacit knowledge navigates the literature search 

based on their experience (Baumeister and Leary, 1997; Green et al., 2006). It 

means that despite using presumed, explicit search terms, the researcher relies 

partly on her knowledge in the search process. However, this freedom allows the 

researcher to incorporate more interesting findings and points of view. 

It should be noted that the researcher has over ten years of working experience in 

lean. Through this experience, evidence will be subjectively selected to gain a more 

holistic comprehension and understanding of the meaning of lean. The narrative 

approach will avoid that some publications and experiences cannot be considered. 

This could happen due to narrow-defined inclusion and exclusion criteria (Nicolas 

and Toval, 2009). However, this subjectivity must be managed carefully since it can 

bring constraints or a premature review.  

Consequently, a narrative literature review is less systematic than a systematic one. 

As discussed throughout this section, it does not require rigorous classical aspects, 

such as search terms, inclusion and exclusion criteria, or database usage (Jahan et 

al., 2016). In summary, a narrative literature review helps create a holistic landscape 
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until the story is connected and told. It aims to reveal and synthesise the various 

topics and interpret and critique the available evidence based on pre-existing 

theories and the author's understanding of the issue (Badke, 2017). The narrative 

review usually starts with obtaining knowledge of known sources. Next, it is followed 

by identifying more sources of knowledge from the previously conducted search 

results. Through knowledge acquisition, patterns are identified, and results of various 

studies are integrated (Baumeister and Leary, 1997) until an understanding of the 

meaning of lean and Gen Y is provided, and the current study can position itself in 

the domain.  

The literature review started with an initial non-systematic search for a more 

comprehensive knowledge area with a similar thematic focus to inform each area 

(e.g., lean principles or generation and work). The utilised databases were 

ABI/INFORM GLOBAL, Web of Science core collection, and Google Scholar. 

Secondly, the following keywords were used to identify relevant knowledge sources: 

lean management, lean thinking, lean principles, lean and employees, lean failure, 

lean literature review, lean and generation, lean and Generation Y, Generation Y, 

Generation Y and work, Generation Y characteristics and values, Generation Y and 

work values. 

Additionally, the researcher has substantial experience in applying lean in different 

areas. It includes over ten years of working as a lean implementation manager 

accountable for deploying the various principles and methods of lean. 

Implementation executed within such businesses as semiconductors, automotive and 

mechanical engineering. The deployment includes such functional areas as 

manufacturing, research and development, business administration, sales, 

marketing, and service. In addition, the researcher teaches the principles and 

methods of lean at a college level (Chapter 3.9). This practical knowledge supported 

the literature search process. In order to reduce the vast number of lean papers and 

Gen Y, books and primarily peer-to-peer reviews were included. The language was 

limited to German and English. There was no limitation in the period of time. As 

previously described, the intent was to understand the original intent and historical 

development of lean and Gen Y. Literature was omitted if it addressed the 

combination with related fields, such as lean and six sigma, lean and tqm. This was 

to ensure to keep the focus targeted to lean only. 
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Similarly, literature was excluded if generations were studied in a setting such as 

education. The review process started with scanning the entire text. The advantage 

of scanning the full text upfront was that it allowed a more comprehensive insight to 

extract the main attributes or make comments. While scanning the text, themes and 

patterns emerged based on the thesis purpose and proposed research problem. If 

the author considered the text possibly relevant, the full text was kept, read, and 

summarised. The informing literature on lean and Gen Y were categorised by laying 

out the nature of lean, and Gen Y.  

2.2 Literature review on Generation Y 

Torsello (2019) states that Gen Y will dominate the workforce by more than two-

thirds in 2025. Zemke et al. (2000) posit that researchers believe they might become 

more influential than the Baby Boomers ever were – just because of their number 

size.  

Currently, members of the Gen Y cohort engage more in the decision-making in the 

organisation, demanding more responsibility and questioning managerial paradigms 

and working conditions (Huf, 2017; Ohmer et al., 2018; Jagnani and Achhnani, 

2019). These attitudes present an immediate challenge to senior managers of an 

organisation comprised of the previous generational cohorts like X and baby 

boomers (Ohmer et al., 2018; Balassa and Nagy, 2019; Muskat and Reitsamer, 

2020). Gen Y is almost unwilling to put their private life on hold and work overtime to 

meet the demands of everyday work. It is challenging for baby boomers to be hard-

working and highly achievement-oriented (Massingham and Chandrakumara, 2019) 

because they do not know how to handle this work attitude. Thus, from a managerial 

and organisational point of view, it is critical to understand their employees to help 

adjust paradigms and maximise their outcomes (Kupperschmidt, 2000; Kian and 

Yusoff, 2012; Tortorella et al., 2019). One view to learn about Gen Y is based on 

shared experiences and their specific outlook in life embedded in their values (Davis 

et al., 2006; Westerman and Yamamura, 2007; Jones et al., 2018). These 

characteristics can guide various motivational aspects and trigger a specific 

behaviour, which might lead organisations to use different engagement concepts 

(Buch and Smith, 2019). 
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The present section is designed to investigate the nature of Gen Y to review possible 

implications for the workplace to inform the research about the significance of the 

target group and their nature. This section is divided into four sub-sections. It opens 

by addressing the concept of generation to explain and define it. Next, an overview of 

the changing transitions that led to Gen Y idiosyncrasy is provided. Building on this 

insight, it extends the view about Gen Y in the workplace and closes with a final 

discussion.  

2.2.1 What is a Generation? 

Mannheim's (1952 and 2000) generational concept is one of the most cited in the 

literature (Massingham and Chandrakumara, 2019). It is grounded on emphasising a 

social-historical framework but also considers the biological stance. This means that 

a generation is a group of people of similar age who share the same historical events 

(Muskat and Reitsamer, 2020). This is known in research as the cohort effect (Jones 

et al., 2018). 

Building on this, Twenge and Campbell (2008) argue that a generation is defined by 

its strong influence forces, such as media, peers, parents, and popular culture. 

Because of these shared experiences, they create common values among each 

other while growing up at a particular time. Also, it sets them apart from people who 

grow up at different times. Kupperschmidt (2000) posits a similar idea to that of 

Mannheim by characterising a generation as a cohort of individuals in a society who 

are born in a certain period of time. They share birth years and the same social and 

historical experiences in their critical biographical periods of development. Hence, 

they are exposed to the same sociocultural events and are therefore collectively 

influenced by the same vital factors (Pilcher, 1994; Davis et al., 2006; Westerman 

and Yamamura, 2007; Howe and Strauss, 2007), which gradually cause similar traits 

(Howe and Strauss, 2007; Twenge and Campbell, 2008). 

In conclusion, a generational cohort shares the same historical, political, cultural, and 

economic experiences. Consequently, they share similar attitudes and outlooks in life 

(Jones et al., 2018; Massingham and Chandrakumara, 2019). Furthermore, a 

generational cohort is clearly unique from other cohorts due to their particular 

mindsets and views on things based on their existence in their own time. With that 

said, generational characteristics are ‘…[a] world-view, values and attitudes 
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commonly shared by or descriptive of cohorts (often referred to as peer or 

generational personality)’ (Kupperschmidt, 2000, p.66). 

The construct generation has not always been conceptualised in the same terms. 

Troll (1970) explained that a generation could be defined in five different ways: life 

stage, kinship, age, an interval of years concerning social changes, and events in 

society that cause social changes. However, the idea of generations can be traced 

back to ancient Greek philosophers and the Bible as an attempt to set up social order 

(Nash, 1978; Pilcher, 1994; Jäger, 1985). Popularity regarding generations started in 

the nineteenth century in Western countries. The intent was to understand to what 

extent generations are accountable for any forward progression of change (Jäger, 

1985). Today, the term generation is part of the common language. It is further 

embraced by psychology and sociology to understand better the concept of 

generations (Jäger, 1985). Generational studies support how organisations 

communicate, manage, hire and reward their workforce (Whitney et al., 2009; Jones, 

2018; Massingham and Chandrakumara, 2019). Also, there is a dispute in the 

literature about the existence of generational differences. Social scientists have 

found similarities and differences between generations. It resulted in the 

inconsistency of whether generations share the same characteristics and outlook in 

life and work. It also indicates the complexity of generational studies.  

Modern literature interprets generation by names and years, which vary throughout 

the literature. However, there is a lack of consistency among the writers regarding 

the timespan. The Baby Boomers are the largest group, and Generation X are 

sometimes called the lost generation (Howe and Strauss, 2007). The now youngest 

group of the workforce is referred to as Gen Y (Jones et al. 2018). Some Authors 

mention Gen Y as to Millennium, Generation Next, Me Generation, or Echo Boomers 

(Wong et al., 2008; Reisenwitz and Iyer, 2009; Ng et al., 2010; Jones et al., 2018; 

Venne and Hannay, 2018; Jagnani and Achhnani, 2019). There is an assumption 

that the three generations (Baby Boomers,  Gen X, and Gen Y) are different in regard 

to work views, attitudes, goals, and expectations of work and life (Whitney et al., 

2009; Giesenbauer et al., 2017; Jones, 2018; Massingham and Chandrakumara, 

2019). It impacts teamwork, working conditions, dealing with change, and 

maintaining productivity (Torsello, 2019; Balassa and Nagy, 2019). Thus, Table 1 

presents an overall indication of comparing the three generations. 
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Facet Baby Boomer Generation X Generation Y 

Influenced  Healthy economy (a, 
b, c) 

Child – high divorce 
rate, working mothers 
(a, b, c) 
Economic instability 

Child–friendly upbringing (b, c) 
Technological advancement (b, 
c, d) 

Generational 
traits 

Idealistic (a, b) 
Optimistic (a) 
Self-absorbed (c) 

Realistic (a) 
Cynical (b) 
Self-reliant (a, c) 
Highly independent (b) 
Enterpreunal (a, b) 

Optimism (b, c, e) 
More cooperative (b, c, e) 
Self-centered (b) 
Easily-bored (b) 

View of life 
and work 

Hard workers in order 
to afford their interest 
(a, b, c) 

Balance work and life 
(d) 

Work-life balance (c) 

View of work Meaningful work (a) 
Expect participation 
(a) 
Expect reward 
because they think it 
is deserved (a) 
Teamwork (c) 
Form positive 
relationships with 
their managers (c) 

Less loyal (a, f) 
Expect rewards 
because they demand it 
(a) 
Flexible work and 
freedom (d) 
Employment is meant 
as a job (c, d) 

Seek coaching and mentoring 
from management (c, f) 
Need more feedback and 
appreciation (c, f) 
Meaningful work – give a sense 
of accomplishment (b) 

Source: (a) Kupperschmidt (2000); (b) Whitney et al. (2009; (c) Jones (2018); (d) Cennamo and 
Gardner (2009), (e) Kian and Yusoff (2012), (f) Reisenwitz and Lyer (2009) 

Table 1: Indication of three generational characteristics  

Baby Boomers, for example, grew up in a healthy economy. This same healthy 

economy may account for their idealistic outlook on work. This generation views work 

as a means to finance their interest. (Kupperschmidt, 2000; Whitney et al., 2009; 

Jones, 2018). As a result, Jones (2018) reviewed Baby Boomers as hard workers 

intending to receive gratification. They are motivated by promotion and monetary 

rewards. They further trust authority, prefer teamwork and informal communication 

with co-workers, and form positive relationships with their managers (Jones, 2018; 

Massingham and Chandrakumara, 2019). According to Kupperschmidt (2000), Baby 

Boomers appreciate participation and consensus. They are also described as loyal, 

idealistic, tech-conservative, and competitive workaholics by Whitney et al. (2009).  

Gen X grew up with a high divorce rate and working mothers. Consequently, this 

generation became self-reliant, independent and antagonistic to authority 

(Kupperschmidt, 2000; Jones, 2018). Unlike the Baby Boomers, Reisenwitz and Lyer 

(2009) identify Gen X as more loyal to individuals than companies. This generation 

frequently changes their career during their working lives (Reisenwitz and Lyer, 

2009). Ultimately, this generation is less work-oriented than the previous one 

(Cennamo and Gardner, 2008). Jones (2018) states that this generation can be 
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motivated by giving them opportunities for advancement and flexible work time. 

Therefore, they are more focused on extrinsic motivation regarding their work 

(Massingham and Chandrakumara, 2019). Whitney et al. (2009) explain that Gen X 

relies on independence and personal entrepreneurial spirit but may be seen as 

cynical due to their experienced corporate and government scandals at the end of 

the Cold War.  

Gen Y grew up in the growth of the internet and globalisation in the marketplace and 

experienced the importance of a child (Cennamo and Gardner, 2009; Whitney et al., 

2009; Jones, 2018,2019). They are perceived as highly cooperative, optimistic, and 

in the flavour of teamwork (Kian and Yusoff, 2012). Unlike previous generations, 

Gen Y does not trust authority and believes in meaningful work and a modern 

empowered workplace (Whitney et al., 2009). According to Reisenwitz and Lyer 

(2009) and Jones (2018), this generation is motivated by the intrinsic aspects of 

work, such as training, mentoring, and feedback. However, they are also considered 

self-centred, easily bored, and high maintenance (Whitney et al. 2009). 

From a biological stance, a person is part of the Gen Y cohort if born before the end 

of the twentieth century (Reisenwitz and Iyer, 2009). However, the starting date for 

this generation is not entirely clear among authors (Venne and Hannay, 2018). 

According to Pasieka (2009), the birth date of Gen Y is between 1977 and 1982. 

Reisenwitz and Iyer (2009) agree and base their study on scholars who define Gen Y 

between the years 1977 and 1988. Whitney et al. (2009) and Massingham and 

Chandrakumara (2019), on the other hand, ground their study on those born after 

1980. These suggest a range of years as a starting point, proposing the late 1970s, 

early 1980s, or late 1980s. Also, these authors make no statement about when the 

period ends.  

Some writers anchor their study based on literature that reports that Gen Y was born 

between 1979 and 1994 (Venne and Hannay, 2018), 1980 and 1995 (Ng et al., 

2010), 1980 and 2000 (Lewis and Wescott, 2017; Torsello, 2019), 1982 and 2000 

(Howe and Strauss, 2007), 1985 and 1999 (Huf, 2017), 1991 and 2000 (VanMeter et 

al., 2013), 1977 and 2000 (Jones et al., 2018; 2019). What becomes apparent is that 

no agreement exists on a specific timeframe that grounds the generational grouping. 

Also, some of these authors start earlier, and some a few years later. A possible 
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explanation for the phenomena is how the years of the previous generation, such as 

X, are defined. Another explanation given by Lanfredi et al. (2018) is depending on 

the upbringing of their country and, therefore, what reality they experience. Also, 

these authors have concluded that the Gen Y birth span ended in 2000. Hence, this 

high degree of variation and lack of consensus leaves it open to debate.  

This study focuses on Gen Y and how it engages with lean; therefore, a critical 

understanding of what it means to be Gen Y is central. That means this study applies 

to young adults who are already working. Being aware of the importance of social 

change in Gen Y life, this study adopts the start and end dates defined by Jones et 

al. (2018, 2019) from 1977 – 2000.  

2.2.2 Informing research on Generation Y 

As described before, a generation can also be defined from a social-historical 

framework, such as sharing the same social events, how they were raised, or the 

same type of experiences in life. Consequently, the assumption is that a generation 

processes and interprets information similarly, resulting in similar thinking patterns 

(Howe and Strauss, 2007). Extending the perspective on the sociological framework, 

Mannheim (1952; 2000) posits how an emerging shared thinking pattern can modify 

a culture or move social change in society. To understand a thinking pattern and the 

resultant behaviour of a generation, its distinct cohort experiences need to be 

explained. According to Crumpacker and Crumpacker (2007), technology has a 

distinct influence on Gen Y work values and behaviour. The authors argue it is the 

first generation never to know a time without it. Cited in Crumpacker and Crumpacker 

(2007), Loughlin and Barling (2001) state that an essential influence on work attitude 

is also grounded in family experiences. The section will primarily focus on these two 

factors. The remaining part of this section explains these decisive experiences to 

Gen Y's work view and attitudes.  

Gen Y is considered a generation that wants it all and now, such as work-life 

balance, challenging work, good benefits, and advancements while also engaging in 

society (Ng et al., 2010). In order to do so, this requires Gen Y to question things to a 

high degree (Holste, 2012) hence the Y (spoken: Why). As Klaffke and Parment 

(2011) put it, this generation had to learn how to function in an environment based on 

a multitude of areas of tension. Examples of these areas of tension are the 
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compatibility of family and work; striving for top performance in working life alongside 

the desire to enjoy life; lastly on the one hand the desire to accomplish individual 

goals and on the other hand contributing towards, collectivist goals (Klaffke and 

Parment, 2011). Considering the observations Gen Y made of their boomer parents 

is not surprising to question the status quo. Observations include boomer parents 

working overtime in order to combat the threat of corporate downsizing or job loss 

which results in a scarifies of family time, ultimately contributing to a high divorce rate 

(Loughlin and Barling, 2001; Cordeniz, 2002; Jagnani and Achhnani, 2019;). 

Therefore, having certain traits that support navigating through these tensions might 

be one explanation but not the only one for Gen Y behaviour.  

Building on this, Shepherd (2007), cited in Reisenwitz and Iyer (2009), posits that 

Gen Y engages in the community to resolve work-life tension. The idea of 

voluntarism contributes to the well-being of Gen Y. At the same time, Howe and 

Strauss (2007) describe the Gen Y cohort as a hero generation. Having their focus 

on community and institutional life and also the action. Howe and Strauss (2000) and 

Jagnani and Achhnani (2019) state that Gen Y is very optimistic, positive, follow the 

rules, is altruistic, and confident. Hymowitz (2007) has a similar outlook and 

associates Gen Y with the attributes of being less cynical, more idealistic, and more 

inclined to value tradition. Whitney et al. (2009) agree and characterise Gen Y with 

the attributes of honesty, responsibility, independence, capability, and ambition. 

These traits can be attributed to being raised in years of relative economic stability. It 

resulted in material prosperity and, at the same time, also taking these prosperity-

related advantages for granted. In addition, a lot has shifted, such as globalisation in 

the marketplace or the growth of technology, in favour of the younger generation, 

resulting in many opportunities (Huf, 2017), causing a high tolerance for diversity in 

age and gender orientation (Zemke et al., 2000).  

In contrast, Gen Y is perceived as entitled because they continuously get what they 

want (Ng et al., 2010; VanMeter et al., 2013). According to Jones et al. (2018), this is 

supported by their parents' friendly upbringing style, valuing the importance of their 

child by catering to their needs. Hill (2004) and Jagnani and Achhnani (2019) state 

that their parents' constant coaching and encouragement of extra activities supported 

a safe learning environment in which Gen Y could express and challenge 

themselves. Even more so, according to VanMeter et al. (2013), they were raised 
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believing they are everybody's darling and their opinion counted. It appears that the 

shift to a focus more on the child supported more active participation at home, such 

as in involvement in family decision-making, Pasieka (2009), Bonvalet et al. (2014). 

This habit continued as they grew up, resulting in Gen Y gaining more confidence 

about their own abilities and in themselves. It allowed them to be more assertive, 

goal oriented, and optimistic (VanMeter et al., 2013; Jagnani and Achhnani, 2019).  

As noted above, this environment has shaped positive traits, such as confidence and 

civic duty. In contrast, some generational writers attributed not only positive 

characteristics to Gen Y. VanMeter et al. (2013) identify a questionable thinking 

pattern in Gen Y. Gen Y believes itself to be correct and others should become 

accustomed to meeting their needs. Also, Jagnani and Achhnani (2019) 

characterised them as high maintenance and wanting to do their way. In addition, 

Twenge (2014), Twenge and Campbell (2008), and Twenge et al. (2010) contest the 

emergence of higher individualistic traits in Gen Y, such as extrovert and narcissistic 

characteristics leading to some extent in anxiety and depression. According to 

VanMeter et al. (2013), this can be explained by feeling constantly pressured to 

deliver and succeed since they were raised by parents who were used to winning 

and achieving themselves. Another explanation regarding extrovert and narcissistic 

characteristics is given by Bonvalet et al. (2014) and Twenge (2017), who found it in 

the shift from family values toward individual values. They attempt to reveal this 

cultural transition via the emancipation of women, lower marriage rates, diversity in 

family, and lower fertility rates. These elements may cause children to become the 

centre of attention, resulting in more intensive parenting and, therefore, higher 

individualistic traits. 

Considering this finding, it is unsurprising if Gen Y expects a similar role in their 

workplace, such as being part of decision-making or engaging in communication.  

Other defining shifts include the era of digital technology. Gen Y is the first 

generation for whom the internet and mobile communication became part of life (Huf, 

2017; Jones, 2018; Tripathi, 2019). The growth of the internet, the use of e-mail, 

instant messaging, and further technological advancements are regarded as the 

most influential moment for this generation (Cennamo and Gardner, 2008; 

Kleiminger, 2011). It impacts the generations' expectations, environment, and 
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lifestyles (Tripathi, 2019; Jagnani and Achhnani, 2019). Next to being comfortable 

with using this technology, the rapid development of social media is also supported 

and promoted by Gen Y (Klaffke and Parment, 2011). This generation grew up in a 

network-based, information-intensive, transparent world where almost every 

behaviour was noticed and reported (VanMeter et al., 2013).  

Technology development has undoubtedly shaped their values and characteristics 

and impacted their work view. One example is its effect on the chosen 

communication media, which is more technology-driven than face-to-face (Tripathi, 

2019). Twenge (2014) states the trend to more informal communication and, at the 

same time, decreased social rules, leading to a higher questioning of authority. 

Labelled as a group of multitasking, multimedia people, this generation can acquire 

knowledge quickly (Bell and Narz, 2007; Tulgan, 2009). Transparency through 

information supported by the medium of the Internet facilitates the decision-making 

processes, which comes easily for this cohort (Tulgan, 2009). Also, this group grew 

up in an age where every behaviour and step was noticed and immediately reported, 

for example, on 24-hour news or penetrating social media (VanMeter et al., 2013). 

Also, the frequent use of social media is viewed as a desire to participate and gain a 

connection with one another. 

Gen Y representatives maintain friendships across national borders. Being exposed 

to various cultures and ethnic groups, Gen Y is exceptionally comfortable with 

diversity (Bell and Narz 2007). This gives this generation an advantage in the 

workplace. In addition, social networks such as Facebook fulfil Gen Y's constant 

desire and need for feedback. Overall, the environment provides the possibility of 

instant gratification. Examples are information (Internet), quick access to money 

(ATMs/apply pay), communication and information (television, mobile devices, iPad), 

and dating (online dating) (Tripathi, 2019). Access is granted anytime and anywhere, 

allowing Gen Y to meet their desires as often as possible.  

In summary, the experiences above described some insight into how Gen Y 

characteristics have been shaped. Nevertheless, changes occur over time, not 

suddenly, from generation to generation. Perhaps the shift to a higher sense of 

individualism among this group and the gradual breaking of social structures verify a 
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stronger voice among Gen Y (Twenge, 2014). The following section will describe how 

these, and other described traits impact the workplace. 

2.2.3 A picture of Generation Y at work 

Sharing experiences different to those of previous generations while growing up has 

impacted Gen Y's preferences as they have entered the workforce (Twenge and 

Campbell, 2012). There is evidence in the literature regarding their different work 

view than other generations (Whitney, 2009; Jagnani and Achhnani, 2019; Muskat 

and Reitsamer, 2020). Findings suggest that Gen Y communicates their expectations 

at work (Kian and Yusoff, 2012). Some authors argue that this comes from 

overconfidence about their skills, abilities, and desirability (Martin, 2005; Pasieka, 

2009). Using the social framework to indicate their life experiences extends the view 

to their workplace reality. This will support a more comprehensive understanding of 

Gen Y and avoid any hasty conclusions or negative connotations associated with 

Gen Y work expectations.  

As demonstrated in the previous section, this cohort had to watch their parents work 

long hours and sacrifice family time (Pasieka, 2009; Jagnani and Achhnani, 2019). 

This observation shaped their perspective on work and their desire for work-life 

balance. Wey-Smola and Sutton (2002) and Cennamo and Gardner (2008) contest a 

higher need for flexibility and freedom. This was confirmed by Twenge et al. (2010) 

and Jagnani and Achhnani (2019), who noticed a higher awareness of one´s 

personal life needs. Following this avenue, Skorska (2019) conducted a study based 

on statistical data obtained from Eurostat between 2008 and 2017. She analysed the 

employment patterns that need to occur to accommodate the need for work-life 

balance. This research exposed such aspects as flexible working hours, remote 

working, and working part-time. This is due to Gen Y’s desire to relax after work or 

engage in their passions to achieve a satisfying life.  

However, another example of their parents' influence is the need for a supportive and 

nurturing work environment (Twenge et al., 2010). As explained, Gen Y was tasked 

with additional activities and challenged by observing their parents' traditional 

mindset to work hard. However, at the same time, they provided a structured and 

stimulating environment. This experience in their formative years suggests a similar 

setting in the workplace. Venne and Hannay (2018) found that Gen Y is well-
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educated and, according to Eisner (2005), Kian and Yusoff (2012), Lanfredi et al. 

(2018), and Muskat and Reitsamer (2020), ambitious to pursue their clearly defined 

goals and strive for meaningful work. Following this argument, Gen Y likes being 

challenged and defining their milestones to achieve ownership of their work (Bell and 

Narz, 2007). Lanfredi et al. (2018) conducted a comparative study of individuals 

about work-related values and confirmed that Gen Y does not seek work only as a 

source of income. They also want growth, learning, and meaning in their work. 

According to Orrel (2009), Balassa and Nagy (2019), and Muskat and Reitsamer 

(2020), Gen Y need to experience that they are contributing to organisational goals in 

order to feel meaning and job satisfaction. These writers recommend that 

organisations explain how their work supports organisational goals to Gen Y. These 

elements at work give Gen Y a more positive attitude (Hira, 2007; Reisenwitz and 

Iyer, 2009), believing that setting goals and hard work will lead them to their desired 

lifestyle (Salahudding, 2010).  

Despite these elements, Orrell (2009), Strauss and Howe (2000), and Usmani et al. 

(2019) found that Gen Y employees required structure at work and guidance from 

their supervisors and seemed to follow directions easily. This might suggest that this 

generation might not be as independent as described before. Jagnani and Achhnani 

(2019) noticed similar traits and described Gen Y as favouring being managed.  

On a different note, Jagnani and Achhnani (2019) explain that Gen Y is curious, does 

not like to waste their time with protocols, is not afraid to raise their voice or question 

their leaders, and values openness from their management. Regarding the need for 

mentoring, Hasting's (2008) point of view is that leadership generally serves as a 

mirror from which Gen Y can learn and tailor their future work view. These aspects 

were important stimulators for the work environment, with the condition that the 

leader was respected. Venne and Hannay (2018) found that leaders should focus on 

their employees' development and involvement in activities and decision-making 

while dealing with Gen Y. This is in line with a study by Lyons et al. (2015) describing 

the value of intrinsic work factors for Gen Y, such as training and mentoring, in order 

to stay marketable.  

Similarly, Torsello et al. (2019) also investigated controversial aspects of Gen Y 

behaviour or work view at the workplace. They confirmed in an empirical study the 
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appreciation of personal respect, preference for participating leadership style, 

avoidance of hierarchy, and the request for a work-life balance. The same study 

found that one aspect of motivation is rooted in challenging daily work with the 

restriction of avoiding repetitive tasks. However, too much multitasking can also lead 

to demotivation, according to the study.  

On a different note, authors like Hira (2007), Reisenwitz and Iyer (2009), and Jagnani 

and Achhnani (2019) state that this Gen Y cohort is likely to leave the company if 

their requirements are not met. These authors suggest that the lack of commitment 

comes from their aspiration for achievement, success, and the need for personal 

growth. Another reason for a weaker commitment is given by Pekala (2009) and 

Whitney (2009), who describe Gen Y as quickly bored and, at the same time, very 

good at handling multitasking. Similarly, Shih and Allen (2007) argue that they are 

also perceived as people who can work under pressure but refer to Massingham and 

Chandrakumara (2019) as feeling vulnerable at work.  

Crumpacker and Crumpacker (2007) consider technology as the most defining 

moment for Gen Y, affecting the work view of Gen Y. Results from Venne and 

Hannay (2018), Balassa and Nagy (2019), and Massingham and Chandrakumara 

(2019) showed that Gen Y requires more feedback, recognition, and appraisal for 

their work. According to a study by Muskat and Reitsamer (2020), job satisfaction 

increases. It confirms previous studies from Ng et al. (2010); given the nature of the 

technology of immediate feedback and gratification, as explained before, the same 

mechanism can be expected from the organisation. Several more notable findings 

from Venne and Hannay (2018) regarding modern workplace and performance 

appraisal included emphasising two-way communication between leaders and 

employees. It reinforces Gen Y's expectation to be involved regarding their ideas, 

facts and subjective perceptions. The authors recommend a less hierarchical 

workplace that supports the trait of altruism (Lanfredi et al., 2018). Examples are 

teamwork primarily global teamwork, meaningful and challenging work, and 

participative leadership (Eisner, 2005; Kian and Yusoff, 2012; Jagnani and Achhnani, 

2019; Balassa and Nagy, 2019; Usmani et al., 2019) and corporate social 

responsibility (Ng et al., 2010). 
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2.2.4 Summary of discussion of Generation Y 

This section aims to understand Gen Y by referencing what has influenced them and 

recognising their characteristics, expectations, and behaviour. It first lays out the 

groundwork for Gen Y at work and second describes their work view found in 

literature, resulting in work patterns. The scope of this study is on Gen Y and how it 

engages with lean. Therefore, gaining a critical understanding of what it means to be 

Gen Y is scope. Table 2 summarises the distinguishing facets of Gen Y found in the 

literature. 

Generational studies are not a new concept; the literature review also unfolds three 

points concerning this study. Research on Gen Y is complex, with boundaries 

determined by researchers and findings influenced by research context, including 

geography, culture, the context of research subjects, and research purpose. 

First, according to the relevant literature, there is a debate about when to define the 

cohort. Considering the birth years, the earliest year found in literature is 1977 

(Pasieka, 2009; Jones et al., 2018; 2019), and the latest is 2000 (VanMeter et al., 

2013; Lewis and Wescott, 2017; Jones et al., 2018; 2019; Torsello, 2019). Regarding 

findings, there are some controversies in work characteristics regarding Gen Y. One 

reason might be how these writers selected their literature and what conclusion they 

might consider significant or not. The challenge for future knowledge creation is to be 

aware of these inconsistencies because they may continuously be contradictory.  

Second, some patterns inform the study regarding Gen Y. Crumpacker and 

Crumpacker (2007); Venne and Hannay (2018) have suggested family and 

technology as the most influential factors for this cohort. Gen Y value a stimulating 

environment, such as participative leadership or mentoring (Orrell, 2009; Venne and 

Hannay, 2018; Torsello, 2019). They value work-life balance, freedom, and flexibility 

in the workplace (Wey- Smola and Sutton, 2002; Cennamo and Gardner, 2008; 

Twenge et al., 2010; Torsello et al., 2019; Skorska, 2019). Gen Y strives for learning 

opportunities, feedback, want to be appreciated, and meaningful work (Eisner, 2005; 

Orrel, 2009; Ng et al., 2010; Kian and Yusoff, 2012; Lanfredi et al., 2018; Venne and 

Hannay, 2018; Massingham and Chandrakumara, 2019; Torsello, 2019; Muskat and 

Reitsammer 2020). Gen Y is also prepared to work hard and likes to be challenged at 
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work (Bell and Narz, 2007; Salahudding, 2010; Kian and Yusoff, 2012; Torsello, 

2019; Usmani et al., 2019). 

Facet Generation Y 

Influenced  Child–friendly upbringing (i, c) 
Technological advancement (internet, instant messaging) (l, b, c) 

Generational traits Optimism (c, i, l) 
Can-do attitude (c, l) 
More cooperative (f) 
Positive (f, i, l) 
Independent (h) 
Confident (h, i, l) 
Ambitious (e, J, n) 
Impatient (e) 
Individualistic (m, b) 

 Entitlement (e) 
High maintenance (l)  
Humanitarian (f, l) 
Altruistic (i) 

Education Higher degrees and better trained (b, f) 

View of life and 
work 

Work-life balance (a, h, e) 
Employee well-being is important (f) 

View of technology High technology user (c, f, k) 

View of work Preference for participating management styles (a) 
Seek coaching and mentoring from management (b, l) 
Need more feedback and appreciation (b, d, f) 
Avoidance of hierarchy (a, b, c, i, l) 
Informal (f) and nurturing work environment (e, m) 
Expect work to be fun (h, e) 
Motivated by skill development (a, e, o) 
Prefer challenging tasks (a, f, g) 
Use a variety of skills (f) and flexibility in the task (a, g) 
Expect to be rewarded and recognised for their work performance (d) 
Expect rapid advancement and development in their job (e, k) 
Prefer to work alone (d)  
Lower locus of control (d) and Jones, 2019 
Prefer to work in teams (f, k, n, l) 
Demanding – raise their concerns and opinions (f, l) 
Meaningful work – give a sense of accomplishment (e, f, n, o, p) 
Want autonomy in their work (g and flexibility (h, k) 
Goal oriented (n, p) 
Prefer structure and direction (g, I, l) 

Sources: (a) Torsello et al., 2019; (b) Venne and Hannay, 2018; (c) Jones (2018); (d) Massingham 
and Chandrakumara (2019); (e) Ng et al., 2010; (f) Kian and Yusoff, 2012 (g) Usmani et al. (2019); 
(h) Skorska (2018) (i) Strauss and Howe (2000); (j) Wong et al. (2008) (k) Smith and Galbraith 
(2012) (l) Jagnani and Achhanani (2019); m (Twenge et al. 2010; Twenge 2014), (n) Eisner, 2005 
(o) Lanfredi et al. (2018) (p) Muskat and Reitsamer (2020) 

Table 2: Gen Y characteristics  
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Third, despite some patterns regarding Gen Y, the contradictory results lead to 

handling any findings with care. That means there are two indications for the current 

research. First, this reviewed information might inform the research methodology. 

Second, the reliability of the information is explored within the context of this study.  

Finally, this study aims to explicitly understand the characteristics of Gen Y in order 

to understand patterns in their work view. It is the groundwork for modifying 

organisational paradigms like lean. Because it begins with comprehending the Gen Y 

members, what has influenced them, who they are, and how they view work. This will 

bridge the gap in knowledge of Gen Y and lean by investigating what they expect at 

work and how lean principles and methods might be implemented to enable the 

Gen Y workforce to engage with it. This perspective is relatively new and widely 

underrated in academia. It will give managers and lean practitioners an innovative 

direction to utilise lean to its full potential. 

2.3 Literature review on lean 

Lean has been one of the most influential concepts since the early 1990s, 

revolutionising how industries worldwide produce business and consumer products. 

Historically, the principles and methods of lean are simple, straightforward, and 

proven. Its successful deployment was heavily based on the previous generation's 

characteristics and perceptions. Thus, the deployment of lean with Gen Y is a gap 

that this research will address.  

The following sections are a critical review of the nature of lean with a particular 

focus on the meaning behind the principles and methods. This section is broken 

down into seven parts. It starts with an overview of the history of lean based on the 

Toyota Production System. It moves on to a discussion of how lean has evolved.  

Next, an overview of the organisation of lean is presented, and various principles, 

methods, and human factors are discussed, including an attempt to extend this 

insight into lean's impact on employees. In addition, a summary of the impacts lean 

has on the employees is provided. This is followed by presenting the more negative 

aspects of lean and closes with a final discussion.  
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2.3.1 A story about lean 

Historically, lean is a term that has evolved. It can be traced back to the Japanese 

automobile company Toyota Motor Company and the Toyota Production System 

(TPS) (Monden, 1983; Hopp and Searman, 2004; Shah and Ward, 2007; Ohno and 

Bodeck, 2019). Toyota demonstrated impressive business performance against 

various U.S., European and Japanese automobile manufacturers, utilising fewer 

resources to develop and manufacture new, qualitatively equivalent vehicles. The 

meaning of the word lean is rooted in an understanding of the utilisation of resources. 

Toyota's production required only half that of mass production resources, such as 

employees, production area, tools, materials, production, and construction time. 

Therefore, it was considered leaner (Monden, 1983; Krafcik, 1988; Womack et al., 

1990; Hopp and Searman, 2004; Holweg, 2007; Womack et al., 2007; Vamsi and 

Kodali, 2014; Ohno and Bodeck, 2019).  

Over the years of lean research, researchers asked their questions more from a 

methods perspective focusing on manufacturing. Authors such as Danese et al. 

(2018), Shaw and Ward (2007), and Bortolotti et al. (2014) expand this perspective 

by raising the following question: Isn't lean management philosophy, therefore, not a 

pure application of lean tools and methods? In order to get the essence behind the 

concept of lean, it is expedient to leave the discussion of the high diversity of existing 

definitions behind and start with an explanation of the Toyota Production System. 

Figure 4 displays an overview of lean evolution. 

 
Figure 4: Overview of lean evolution 
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Four men were significantly involved in the development of TPS: Sakichi Toyoda, the 

inventor of the automatic looms; his son Kiichiro Toyoda, the founder of the Toyota 

automotive division; his cousin Elji Toyoda, who later became the president of 

Toyota; and the Toyota engineer Thaiichi Ohno, who brought together the various 

elements of the TPS (Holweg, 2006; Yamamoto et al., 2019). 

The development of the TPS started of necessity and was more of an emergent 

system than an intended one. In the early 1950s, Elji Toyoda and Thaiichi Ohno 

began to deploy manufacturing methods, concepts, and themes appointed to lean 

(Liker and Brown, 2009). They developed TPS as their production paradigm because 

they were convinced that the Western mass production system would not be 

applicable in Japan. The main reasons for the rejection of mass production were, 

among other things due to (still) low demand but highly variable product types, the 

lack of qualified employees, raw materials, and operating resources, and the inability 

to make considerable investments in Western technology due to less capital 

(Holweg, 2006; Ohno and Bodek, 2019). A sense of urgency was established for 

Toyota to change its industrial behaviours (Womack et al., 1990; Towill, 2006), 

operate with limited resources, and endeavour to produce cars in greater variety in 

small volumes. TPS turned out to be an answer to overcome the challenges Toyota 

faced after World War II (Yamamoto et al., 2019) 

Ohno realised that some mass production principles and mindsets were still valid, but 

some needed to be fundamentally reinvented. Toyota's approach aimed to combine 

the flexibility of a workshop production approach and the productivity of mass 

production (Ohno and Bodeck, 2019). Ohno then reinforced a common-sense 

approach as a practice contrasting the established mass-production methods. He 

stated that the consequence of sizeable batch production leads to an increased 

inventory, a more challenging time to detect quality issues, larger warehouses and 

tied-up capital (Holweg, 2006). As a solution, small batch size production was 

initiated, and with that, the principles of flow by introducing Just in Time (JIT) and 

automation. Furthermore, he reviewed and modified outdated management 

techniques developed by science and practice in Western industrialised countries 

(Pfeiffer et al. 1994). This also included Total Quality Management and Quality 

Circles, which Edwards W. Deming and Joseph M. Juran brought to Japan on behalf 

of the government in the 1960s as part of economic development aid (Staal, 1987).  
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Ohno reshaped the management techniques in an intelligent and problem-related 

manner. By doing so, he consistently considered the particular situation of his 

company and the Japanese environment. For, example a key difference to Western 

mass production was the inclusion of a customer perspective. During the era of mass 

production, the customer was merely the recipient at the end of the value chain and 

was not involved until the product was available to purchase. Ohno regarded how the 

Western mass manufacturers dealt with their customers as unsuitable for the 

Japanese way of thinking. For Ohno, the customer is driving the process with respect 

to his requirements. Ohno´s idea was to create a direct and stable customer 

relationship like the one the traditional artisans were still cultivating. The aim was to 

create permanent customer loyalty (Womack and Jones, 2004; Yamamoto et al., 

2019). Furthermore, Toyota fostered an environment where employees are involved 

in daily improvements. This was rooted in Toyota’s underlying philosophy of respect, 

challenge, and growing people (Liker, 2004). 

TPS, in its entirety, was developed through trial and error over several decades 

(Bhasin and Burcher, 2006). According to Ohno, TPS is more than just a way to 

organise production through rules and methods. It is an approach to management 

and workforce based on an explicit philosophy and principles and an approach 

towards daily improvements (Parkes, 2015).  

Coetzee et al. (2019) recorded this as the two pillars of the TPS: 

1. Respect for People 

2. Continuous Improvements  

Europeans and American manufacturers noticed the TPS in the late 1970s and 

extensively copied some details for their production. This happened in waves. It 

started with quality themes in late 1970, e.g., using structured problem-solving 

methods to detect quality issues at the source. Later the discussion around logistics, 

such as JIT, became a topic of interest. They were followed by customer orientation 

and the continuous improvement and synchronisation of production and development 

time. All these concepts copied from TPS named only one success factor every time 

to achieve the same results Toyota did. Back then, the implemented concepts 

reduced the lead time and increased quality issues but did not affect the basic 
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Western structure of work organisation, such as teamwork and employee 

involvement (Holweg, 2006). 

By the end of 1980, lean had already been implemented with the TPS. However, the 

awareness of an independent managerial approach was not there yet. This was 

achieved through the International motor vehicle program (IMVP) benchmark studies 

of the Massachusetts Institute of Technology (MIT). Krafcik (1988) coined lean to 

differentiate this new production management paradigm (Samuel et al., 2015; 

Danese et al., 2018; Neena and Misha, 2019; Yamamoto et al., 2019). It showed how 

people are embedded in a complex management system and how small, self-

responsible groups strengthen the problem-solving ability of the group (Womack and 

Jones, 1996). The employees as people are an essential success factor of the 

company and are not degraded to an anonymous cost factor (Becker, 2006).  

A further achievement of the MIT study was the presentation of Toyota's methods 

and strategies as a holistic approach. The generalisation of the concept turned TPS 

into lean production and finally to lean management as a global philosophy (Samuel 

et al., 2015; Danese et al., 2018; Neena and Misha, 2019). The term lean has 

become established because the basic principles of lean production relate not only to 

production but to the entire value chain. It means from product development to 

marketing and sales. Lean as an integrated managerial approach has been adopted 

by banks, hospitals, and public administrations (Ciano et al., 2019), and as noted by 

Womack et al. (1990), the fundamental lean principles can be applied anywhere. 

In summary, lean is not a concept based on a fundamental theoretical model. It is 

instead the product of a course of action that emerged from the everyday problems of 

the car manufacturer Toyota. This study understands lean today as a holistic 

business strategy encompassing the entire organisation. It is based on a philosophy 

as a way of thinking related to principles that concretise the philosophy and practical 

methods as actions to implement the principles – a triangle where human factors are 

equally essential and embedded within the principles and methods.  
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2.3.2 A changing understanding of lean 

As previously described, the term lean entered the management vocabulary because 

of the MIT researcher Krafic (1988). However, lean was adopted by manufacturing 

and production organisations in Western countries because of the bestselling book 

The Machine that Changed the World by Womack, Ross, and Jones (1990). In the 

1980s and 90s, practitioners and academics started to describe and measure the 

differences between Western mass production and the TPS. This provided helpful 

insight into the manufacturing practice of the TPS and led to a higher conceptual and 

empirical understanding of Toyota's manufacturing practice (Holweg, 2006; Davis, 

2009; Stone, 2012). In order to capture this rapidly growing knowledge, attempts 

were repeatedly made to bundle and structure findings. Authors like Holweg (2006), 

Shah and Ward (2007), Stone (2012), and Neena and Misha (2019) structured the 

development of lean in phases. For example, Stone (2012) reviewed 193 articles and 

books and highlighted core findings in lean scholarly literature. It was categorised 

into a discovery phase (1970 -1990), dissemination phase (1991-1996), 

implementation phase (1997-2000), enterprise phase (2001-2005) and performance 

phase (2006-2009). In addition, Neena and Misha (2019) reviewed 447 articles in 51 

journals and categorised the last three decades of lean in time phases, i.e., pre 2001, 

2001-2010, and poat 2010, intending to present the current lean status and its future 

research field. Authors like Vasmi and Kodalib (2014), Samuel et al. (2015), Danese 

et al. (2018), and Psomas and Antony (2019) organised the findings into themes, 

research focus, or maturity level. For example, Danese et al. (2018) reviewed 240 

articles published from January 2003 to December 2015. They presented the 

research focus in lean literature, such as conceptualising and defining lean, exploring 

lean implementation, understanding the relationship between lean and other 

disciplines, and discovering lean outcomes.  

According to all these reviews, there is sufficient evidence of how the understanding 

of lean and its success-relevant components has changed over the past twenty 

years. Despite their different views on explaining organising lean, a consensus 

amongst authors has emerged over the last decade. The early phases (1990) in 

academia seemed to be the most informative from today's perspective. Until today, 

lean core content refers to the earlier described practice and methods. Consequently, 

recent contributions to lean emphasise that the concepts of lean are more than just a 
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sequence of methods (Liker and Convis, 2012; Bortolotti et al., 2014; Ehni and 

Kersten, 2015; Drew et al., 2016; Danese et al., 2018; Neena and Misha, 2019).  

The focus of the early phase in 1990 was to understand the effect of some lean 

methods and practices (Womack et al. 1990), such as JIT, total quality management 

or cell-based manufacturing (Stone, 2012). The next phase was characterised by 

understanding the mechanism of lean implementation, especially in Western 

countries. Spear and Bowen (1999) wrote an article about Decoding the DNA of the 

Toyota Production System, giving insight into the TPS's underpinning nature, and 

suggested a set of rules that reinforced the application of certain lean practices. In 

addition, Suzaki (1985) and Sohal (1996) studied JIT usage in the U.S., UK, and 

Australia. Also, the focus shifted from a lean manufacturing implementation to other 

areas of the organisation, such as marketing, sales, and product development 

(Stone, 2012). The expansion of the lean application to these areas coined terms 

such as lean logistics or lean administration (Tapping and Shuker, 2003; Baudin, 

2005). At this time, the comprehensive usage of methods was long seen as the path 

to a lean business, yet solely focusing on methods did not always mean they would 

achieve their set goals in business.  

Scholars like Spear and Bowen (1999), Lewis (2000), Shah and Ward (2003, 2007), 

and Beauvallet and Houy (2010) were interested in how an integrated system of 

methods and practices interacts with human resource practices, especially in 

determining whether a difference in performance would occur. In the early part of the 

twenty-first century, academics and practitioners shifted their focus to leadership in a 

lean environment. Shook (2008) and Rother (2009) sought to understand the 

management system conditions required to implement lean practice successfully. In 

addition, Emiliani (2003), Liker (2004), Rother (2009), Liker and Ballé (2013), and 

Jones and Womack (2016) contributed themes such as behaviours of managers, 

leadership traits, and competencies in a lean environment. Vasmi and Kodali (2014), 

Samuel et al. (2015), Danese et al. (2018), and Neena and Misha (2019) reported 

interest in understanding the adoption of lean and its strategic component. 

Furthermore, these authors explained a growing interest in studying lean 

implementation globally, especially in emerging economies. 
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The authors reviewed in this lean literature addressed some essential points as core 

aspects of lean:  

• participative leadership, which contributes to increasing the motivation of 

managers and employees 

• short decision-making paths through effective communication and feedback. 

• increased competence and responsibility at all employee levels  

• fostering awareness of quality within all business functions 

• promoting teamwork as a means of problem-solving 

Today, the lean approach is regarded as a contemporary management system of the 

21st century. It is considered to be the benchmark for a holistic production system as 

well as for the improvement of corporate structure and behaviour that can be realised 

in different areas (Rose et al., 2010; Marodin and Saurin, 2013; Danese et al., 2018; 

Neena and Misha, 2019). The focus is not on the differentiated subdivision of 

operational tasks and management functions but on their integrative perspective. In 

other words, lean intends to harmonise people, organisations, and technology within 

the internal and interpersonal areas. The resulting flexibility enables organisations to 

deliver products and services with the lowest possible effort and best quality (Vasmi 

and Kodali, 2014; Ciano et al., 2019). As a positive effect, the organisational 

requirements of the company should be met, and as a consequence, performance 

and effectiveness should increase. 

In conclusion, evidence shows that lean is a high-velocity research area since it was 

first discussed in the early 1990s. Next, lean is not static; it has evolved. As displayed 

in Table 3, it resulted in a diverse definition and interpretation of lean, such as a 

method, a toolbox, a strategy, a belief, or a state of mind. In this respect, this study 

defines lean as a business strategy encompassing the entire organisation. It is based 

on a philosophy, as a way of thinking related to principles that concretise the 

philosophy and practical methods as actions to implement the principles – a triangle 

where human factors are equally important.  
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Authors Definition – Meaning of lean 

Krafcik (1988) 
cited in (Neena 
and Misha, 2019) 

‘Using less of organisational resources as compared to resources deployed in 
mass production.’ 

Hopp and 
Spearman (2004) 

‘Production of goods or services is lean if it is accomplished with minimal 
buffering costs.’ 

Bhasin and 
Burcher (2006) 
cited in (Vasmi 
and Kodali, 2014) 

‘Lean as a manufacturing philosophy, which will be used as a solving tool for 
aforementioned problems in the long-term perspective.’ 

Stone (2012) ‘The term lean thinking will refer to the “operational philosophy” of the 
organisation, lean principles are associated with the “tools used to execute” 
lean thinking strategies, and leanness to describe the “state” of the 
organisation´s transformation when employing lean thinking and implementing 
lean principles.’ 

Womack et al. 
(1990) 
cited in (Neena 
and Misha, 2019) 

‘Fusion of mass and craft production consisting of a set of principles and best 
practices aiming at continuous improvement’ 

Shah and Ward 
(2003)  
cited in (Neena 
and Misha, 2019) 

‘Lean is an integrated system consisting of inter-related elements and 
management practices aimed at delivering value to customers.’ 

Shah and Ward 
(2007)  
cited in (Neena 
and Misha, 2019) 

‘Lean is defined as a socio-technical system with a focus on elimination of 
waste throughout the organisation as well as its supply chain network.’ 

Samuel et al. 
(2015) 

‘Lean’ can be described as polymorphic, meaning different things to different 
people at different moments in time.” 

Danese et al. 
(2018) 

‘Lean Concept has evolved into becoming a managerial paradigm applicable 
to different sectors and processes with impressive results. Also, the lean 
concept has been changing from the original set of `hart’ tools for the 
production area (e.g., Just in Time (JIT, Kanban) to a human-centric system 
approach universally applicable.’ 

Neena and Misha 
(2019) 

‘Lean has evolved into an inter-disciplinary subject with linkages to Operations 
Management, Organisational Behaviour, Strategic Management.’ 

 Chay et al. (2015) ‘Lean is characterised as a people-oriented production system and 'employee 
involvement is one of the most critical elements to make a lean transformation 
program success story.’ 

Marodin and 
Saurin (2013) 

‘The practice of LP has been changing in recent years since lean has evolved 
from a simple set of practices to the complexity of an entire lean business 
system.’ 

De Treville and 
Antonakis (2006) 

‘Lean production is an integrated manufacturing system that is intended to 
maximise the capacity utilisation and minimise the buffer inventories of a given 
operation through minimising system variability.’ 

Table 3: Lean definition and meaning 
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2.3.3 Conceptualising of lean 

By examining the structure of lean, it becomes apparent that no agreements exist 

among practitioners or scholars on a particular conceptualisation of lean due to the 

lack of consensus on the definition. Authors like Pfeiffer et al. (1994), Womack and 

Jones (1996), Liker (2004), De Treville and Antonakis (2006), and Dennis (2015) 

defined lean from a more philosophical approach, more particularly based on 

principles. Authors like Shah and Ward (2003), Hopp and Spearman (2004), Bhasin 

and Burcher (2006), and Danese et al. (2018) provided their definitions based on 

observations of tools and methods being used in practice. Authors like Stone (2012), 

Marodin and Saurin (2013), Samuel et al. (2015), Chay et al. (2015), and Neena and 

Misha (2019) are trying to harmonise both views. Finally, authors like Shah and Ward 

(2003; 2007), Liker (2004), Bortolotti et al. (2014), Yadav et al. (2017), Yamamoto et 

al. (2019), and Sahoo (2019) highlight the human factors of lean, such as training, 

teamwork and workplace safety. However, the literature regarding human factors in 

lean is fragmented, with conflicting meanings. 

Within this interpretation, this study conceptualises lean in three levels (Fig. 5).  

1. Philosophy 

2. Principles 

3. Methods 

Embedded within the principles and methods are human factors.  

 
Figure 5: Lean – understanding of this study 

lean methods 
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The philosophy is broad in scope and encompasses a fundamental attitude towards 

customers, suppliers, and employees embedded in a certain way of thinking (Liker, 

2004; Rother, 2009; Yamamoto et al., 2019). The philosophy is made more concrete 

through several principles. The principles become actionable by applying methods 

(Miorando, 2019). Principles are related to a strategic aspect of lean (Papadopoulou 

and Özbayrak, 2005), which guides how organisations should be structured (Yadav 

et al., 2017). Furthermore, long-term behavioural patterns and thoughts are 

developed based on principles (Ulrich and Fluri, 1995). These two structural levels 

foster a change in the attitudes of everyone (employees and managers) involved in 

the company. 

The utilisation of methods, e.g., visual control (and on), 5S (sort, straighten, shine, 

standardise and self-discipline), process mapping, Hoshin Kanri, standardised work, 

workforce involvement in solving problems via PDCA (Plan, Do, Check, Act), 

supports implementing the philosophy and principles (Antony et al., 2003). Together, 

they are responsible for achieving organisational performance (Bhasin and Brucher, 

2006; Bortolotti et al., 2014; Sahoo, 2019). It occurs through consistently improving 

the performance through everyday practice by everyone in the company (Yamamoto 

et al., 2019).  

The human factors within the lean principles and methods relate to principles, 

relations, people, and managerial concepts (Bortolotti et al., 2014; Shah and Ward, 

2003, 2007). In order to be precise for this study, human factors refer to intrinsic 

motivation, involvement, workplace safety, health autonomy, feedback, and 

appreciation. Furthermore, human factors are not a separate entity or level within the 

conceptualisation of lean for this study. This study understands that certain lean 

principles and methods trigger human factors while applying lean. With that said, 

human factors are embedded in principles and methods. In line with Bortolotti et al. 

(2014), the study agrees that principles and methods that focus on relations, 

teamwork, leadership, customer and supplier involvement, and continuous 

improvement harvest the human factors while implementing lean. Furthermore, 

focusing on these particular lean principles and methods gives a more significant 

performance output. 
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This study describes lean from an interlocking set of philosophies as a way of 

thinking related to principles and methods where human factors are embedded within 

the principles and methods. 

2.3.4 Lean philosophy 

The connotation of philosophy refers to fundamental organisational principles based 

on an underlying way of thinking. In this case, the philosophy underpins forming a 

lean corporate culture (Bösenberg and Metzen, 1993; Rother, 2009; Ballé et al., 

2017; Yamamoto et al., 2019). 

The lean philosophy is built on five aspects. First, the basic philosophy of lean is to 

do the right things right. The company-related effectiveness (do the right things) is a 

prerequisite for the efficiency target (to do the things right). The goal is to optimise 

the relationship between effort and benefit to fulfil the company's purpose. This is 

rooted in the realisation to improve business processes and structure to guarantee 

competitive advantages, especially in homogenous markets. The idea is to limit 

oneself to the actual core areas of the company.  

Second, another understanding is the permanent and consistent holistic 

implementation of the fundamental lean philosophy guided by principles that act as 

orientational guidelines. According to Pfeiffer et al. (1994) and Liker (2004), only a 

consistent application of lean principles (Chapter 2.3.4) is regarded as being lean. 

The application extends to a strategic and operational level and includes all company 

design factors, such as technology, human resources, leadership, input, and output. 

It also includes suppliers and customers to avoid waste and optimise the entire 

system.  

Third, to its holistic and consequent implementation, lean is also characterised by its 

long-term nature, which means that no absolute optimum can be maintained. Lean is 

rooted in a relentless pursuit of perfection. Lean is continuously striving for the 

optimum in a dynamic way, which can probably never be achieved (Womack and 

Jones, 1996). The idea behind a continuously improving company is that it can 

quickly adapt to changes in the business environment. The constant adjustment to 

new circumstances characterises lean flexibility (Ohno et al., 2013).  
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Fourth, instead of automation and technology, employees are considered a central 

success factor in the lean philosophy. Their identification with the company, 

motivation, and qualifications needs to be nourished and optimised. Ballé et al. 

(2017) point out it starts with thinking differently about people, for example, to help 

them grow. According to these authors, it leaves the tell-command-control-telling 

attitude embedded in the leadership education and own work experiences by moving 

on to a participative or coaching leadership style. Lean seeks to face the daily 

challenges of employer-employee together instead of employers/managers telling 

employees what to do. Therefore, employees are viewed as beneficial, and their 

creative potential needs to be utilised. Examples of their potential are innovations, 

troubleshooting, or improving the system (Pfeiffer et al., 1994; Becker, 2006). 

Therefore, every employee and every area of a company is given significantly more 

freedom and individual responsibility in terms of changing process flow, improving 

working conditions, and identifying and implementing better solutions throughout the 

value chain (Bösenberg and Metzen, 1993; Rother, 2009; Yamamoto et al., 2019). 

Fifth, according to Bösenberg and Metzen (1993) and Ballé et al. (2017), the 

underlying thinking to foster the lean philosophy includes factors such as willingness 

to change, cross-department integrations, utilisation of all resources (physical and 

human capital), holistic customer orientation, sensitivity to the environment, 

recognising problems and avoiding unproductive costs.  

In summary, the lean philosophy puts people at the centre of all entrepreneurial 

activities. The operational processes are constantly being questioned and 

continuously improved. Lean connects all functions from management to employees, 

from product development, procurement, manufacturing, and sales. So that the 

system can react quickly and efficiently to consumer demands in the market. This 

implicit awareness of the lean philosophy is rooted in principles that shape the 

behaviour of leaders and employees. That means lean starts in the mind of everyone 

who is involved. All in all, this invisible philosophy discussed here aims to firmly 

integrate the philosophy into the norms and thinking of the employees, resulting in a 

synchronised action due to practising lean every day. 
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2.3.5 Lean principles 

Lean Principles act as orientation and guidelines to concretise the lean philosophy's 

message. Furthermore, principles explain why things are done in a particular manner 

and support the organisation's members in daily decision-making and behaviours. 

According to Yamamoto et al. (2019), lean principles were derived from the TPS 

while researching it. The principles vary from author to author depending on the 

researcher's understanding of the TPS. Their number ranges in literature from five to 

fourteen. Also, the content differs from author to author. This point is illustrated in 

Table 4. 

Authors Principles  

Womack and Jones 
(1996) 

• Define value from the eyes of the customer,  

• Establish a value stream while aiming at value-add activities  

• Create a process of flow  

• Pull according to customers' demand 

• Strive for perfection. 

Liker (2004) • Base your management decisions on a long-term philosophy, even at 
the expense of short-term financial goals, 

• Create continuous process flow to bring problems to the surface, 

• Use ‘pull’ systems to avoid overproduction,  

• Level out the workload (heijunka)  

• Build a culture of stopping to fix problems, get quality right the first 
time,  

• Standardise tasks are the foundations for continuous improvement 
and employee empowerment,  

• Use visual control so no problems are hidden,  

• Use only reliable, thoroughly tested technology that serves your 
people and processes  

• Grow leaders who thoroughly understand the work, live the 
philosophy, and teach it to others,  

• Develop exceptional people and teams who will follow your 
company’s philosophy,  

• Respect your extended network of partners and suppliers by 
challenging them and helping them improve  

• Go and see for yourself to thoroughly understand the situation,  

• Make decisions slowly by consensus, thoroughly consider all options, 
implement decisions rapidly, 

• Become a learning organisation through relentless reflection and 
continuous improvement (Kaizen). 

Dennis (2015) • Base production decisions to meet customer expectations,  

• Process stability and standardisation are the foundations for 
continuous improvements, 

• Create a production system that produces the right component part 
at the right time in the right quantity,  

• Stop production – so that production never stops, 

• Build a culture of participatory management that engages and 
involves employees in decision making which affect their jobs,  

• Focus on labour utilisation rather than machine utilisation 
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Table 4: lean principles 

This study uses the most cited principles in literature and the most widely accepted in 

practice by Womack and Jones (1996). These five principles (1) define value from 

the eyes of the customer, (2) establish a value stream while aiming at value-add 

activities, (3) create a process of flow without interruptions, (4) pull according to 

customer demand, (5) strive for perfection, shaped the lean implementation in the 

Western world. According to these authors, they are easy to understand and can be 

applied to any business.  

In their book, ‘Lean Thinking’, specific examples of how each principle plays an 

important role in implementing lean are given. It is important to note that these 

principles lack the people's involvement and, therefore, do not utilise their creative 

potential as required in the lean philosophy. Instead, the focus is enhancing customer 

satisfaction and creating material and information flow. This is misleading and 

suggests people do not matter in lean implementation. On the contrary, people are 

an essential asset in lean implementation, according to Liker (2004) and Coetzee et 

al. (2019); hence, people's aspects should be integrated. The wide application of the 

Womack and Jones principles causes Coetzee et al. (2019) to identify respect for 

people as a forgotten fundamental principle and a possible reason for a more 

unsuccessful lean implementation. Other acknowledged principles are based on the 

Pfeiffer and Weiß 
(1994)  

• Content Principles 
o Change perspective from real assets to human assets 
o Design of the entire value chain 
o Design of the entire value network 
o Integrated consideration of product and process 

• Procedural Principles 
o Holistic in systematics, integration, interdisciplinarity 
o Process orientation 
o Factual orientation before value orientation 
o Thinking and acting permanently and consistently 
o Implementation orientation 
o Perfection even on a small scale 
o Elimination of waste 
o Customer orientation 

Karlsson and 
Ahlström (1996) 

• Elimination of waste 

• Continuous improvement 

• Multifunctional teams 

• Zero defects /JIT 

• Vertical information systems 

• Decentralised responsibilities /integrated functions 

• Pull instead of push 
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works of Liker (2004). He expanded on the principles of Womack and Jones (1996) 

to explicitly include the human aspects scattered throughout his identified principles.  

In order to address the lack of consensus in the literature, this study builds upon the 

original five principles of Womack and Jones (1996) in their book Lean Thinking. 

Furthermore, the original TPS principle, respect for people, is added to address the 

missing human aspects of the research. These six principles will now be discussed.  

1. Define value from the eyes of the customer 

This principle is rooted in the lean philosophy and represents the cornerstone for the 

other principles. Companies are challenged to generate a product or service portfolio 

that meets customer requirements and for which the customer is willing to pay. This 

means it is not about doing things quickly and cheaply. It is also about doing the right 

things, as defined by the customer. The traditional understanding of the product-

related principles is: The customer gets the best of what we produce. A lean 

customer orientation is: (Womack and Jones, 1996). 

According to Womack and Jones (1996), value in the customer's eyes includes 

focusing on quality built into the product and delivering the right product to the 

customer at the right time. Therefore, time also becomes a critical dimension with 

regards to corporate success. This principle suggests that all activities should be 

oriented towards the customer. Activities that are not value-added are to be 

eliminated. This includes rethinking current assets and technologies if they do not 

support the core competencies. 

Furthermore, the authors suggest that redesigning roles, responsibilities, and 

organisational structure is necessary to serve the customer. Management or 

production decisions are made after considering the value added for the customer. 

According to Liker (2004), this may be achieved even at the expense of short-term 

financial goals. Considering that this principle is also targeted to generate long-term, 

harmonious customer relations through permanent customer satisfaction, this 

statement of Liker is sensible.  

Orientation toward the customer is a binding value of the lean company and, 

therefore, the task of all functional areas. Geyer and Bauer (1993) posit that 

guaranteeing quality, integrity, reliability, professionalism, and trustworthiness is 
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required. This principle is a decision criterion for behaviour and activities in any 

product or service creation (Karlsson and Ahlström, 1996; Yamamoto et al., 2019). In 

conclusion, Womack and Jones (1996) argue lean starts with a conscious attempt to 

define value in the eyes of the customer. Supplying the wrong services or goods 

correctly is muda (English translation: waste). 

2. Establish a value stream while aiming at value-add activities  

In order to focus on value-added activities in terms of customer expectations, a value 

stream for each product needs to be established. The value stream includes three 

critical activities necessary to deliver to the customer.  

1. Product/Service development, from concept through planning and launch 

2. Information management, from order taking to precise scheduling to delivery. 

3. Physical transformation, from the raw material to the finished product/ service 

delivered to the customer 

Identifying the value stream exposes waste in the processes that must be eliminated. 

Waste elimination intends to create value for the customer by increasing the 

proportion of value-adding activities in the value-creation process (Womack and 

Jones, 1996). 

Originally there were seven types of waste identified: (1) overproduction; (2) waiting; 

(3) transportation; (4) inventory; (5) motion; (6) defects; and (7) inappropriate 

processing (Yamamoto et al., 2019). Liker (2004) added the eighth waste as (8) poor 

use of people's human capital in an organisation. This refers to developing effective 

team communication and nurturing learning as a fundamental value.  

The types of waste are transferred from production to logistical, administrative and 

service-oriented branches. It is important to note that the idea of eliminating waste 

impacts all facets of an organisational environment, such as processes, inadequate 

behaviour or human resource policies, contradictory work, and leadership practices. 

The objective of waste elimination leads to a reduction of lead time (Coetzee et al., 

2019) and, therefore, cost reduction (Ohno, 2013). The waste elimination in the value 

stream applies to both material and non-material processes and is used as a steering 

mechanism. Furthermore, it refers to sustainability elements, including natural 
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resource use and human capital, such as being conscious about once available time. 

Elimination of waste is closely related to the principles of defining value from the eyes 

of the customer and respect for people.  

According to the authors noted above, transparency in the value stream reinforces 

the rules of how the members of an organisation create a product or service. It 

emphasises the need to check whether others in the company are behaving in 

accordance with these rules. The value-added focus on the elimination of waste is 

part of the intellectual heritage of lean. It leads from an organisational point of view to 

an internal market economy orientation in the company. 

3. Create a process of flow without interruption 

Once the value stream is established and wastes are eliminated, organisations 

should focus on creating an uninterrupted flow of information and material. It means 

never putting down the work and doing something else before the task is finished. 

Ballè et al. (2017) illustrated four reasons why there might be an interruption of flow: 

1. Large batch sizes. It allows to let the machine to run without changing 

production. It does not guarantee to build the necessary parts in order to finish 

an order. 

2. Complicated flow. Each product has its own route from one plant or machine 

to the other. Consequently, it is more time-consuming to finish on time 

because products will be stored in different areas creating waiting time, 

searching, and unnecessary movements.  

3. Misalignments between work and sales pace. Organisations are set up to 

full capacity in order to reach productivity. For example, producing as many 

products as possible, filling files or creating and processing information in 

order to utilise the available time. The problem occurs that information or 

products are processed faster than the customer requires them, and others 

are behind schedule. Since all individual functions are working to maximise 

their productivity instead of organising the activities passed from sales to 

service, production, and delivery, the intended delivery time and productivity 

are not met.  
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4. Poor conveyance and logistics. The logistics task means not just moving 

products from one place to another rather than being the main component of 

operating the system.  

According to Womack and Jones (1996), the most fundamental problem with creating 

flow is that it contradicts how organisations organise work today. Instead of 

organising work after functions, it should focus on the value-added activities on a 

specific product flowing through the entire value chain. Consequently, tasks of 

function, departments and the organisation need to be redefined to positively 

contribute to the value-add. This includes a rethink of conventional tasks, functions, 

carrier paths, and target settings to emphasise the value stream instead of individual 

and functional point improvements.  

Flow aims to make the process's inefficiencies visible since there are no time or 

capacity buffers between the work steps (Liker, 2004). In addition, it supports 

learning in organisations. Flow fosters teamwork and facilitates collaborations 

between functions by utilising problem-solving skills for better coordination (Liker and 

Meier, 2007; Bhasin, 2013; Bortolotti et al., 2014). When flow is interrupted, 

employees can question their knowledge and understanding of the process. With 

their knowledge of the processes, employees contribute to the overall quality, 

productivity or time target (Ballé et al., 2017).  

4. Pull according to customers' demand  

The pull principles centre around the customer acting like a trigger for the 

organisation to start producing. Much of the traditional way concerning the customer 

was focused on the push of products or services on the market (Womack and Jones, 

1996). Pull organises the work according to the customer demand instead of 

organising work after a forecast. Indeed, a forecast is considered an attempt to 

predict the demand of the upstream process. In contrast, pull ensures nothing is 

produced until the downstream process is signalled. It also emphasises a need to 

critically question an organisation's abilities in designing, planning, producing, and 

delivering to the customer based on their demand (Womack and Jones, 1996; Liker, 

2004; 2007). 
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The objective of pull is to reduce lead time and increase the flexibility of products, 

services, and abilities in the entire value chain. Additionally, pull facilitates autonomy 

in conducting one´s work because everyone involved in the process understands 

what is needed and when from the upstream process (Bhasin 2013; Bortolotti et al. 

2014). Furthermore, processes become more stable and are, therefore, more reliable 

for the customer (Womack and Jones, 1996; Liker, 2004; 2007) 

5. Strive for perfection  

According to Womack and Jones (1996), this principle is set out to continuously and 

systematically increase the value by eliminating waste from the system. On a more 

concrete level, it means the permanent, continuous, step-by-step improvement of the 

individual products and all operational procedures, and processes necessary for 

developing, manufacturing, and selling these products, including the supplier 

networks. Furthermore, it extends its view to the aspects of human activities. Strive 

for perfection is referenced by numerous authors as continuous improvement (Imai, 

1993; Womack and Jones, 1996; Liker, 2004). 

Despite the small improvements, the effect is big because they are carried out 

continuously. This principle can be transferred to all company levels and areas (Imai, 

2012). Overall, the continuous improvement of the system leads to an increase in 

quality and thus to qualitative growth of the company. The premise is to continuously 

improve the quality of a company's products by improving the processes to reduce 

quality issues. This is grounded on a participatory approach where, ideally, all 

employees are involved in continuous improvement. In this respect, the quality 

growth of the company means increased collaboration, cooperation, and process 

orientation (Sebestyen, 1994; Brunet and New, 2003; Imai, 2012). They also led to 

higher performance, such as increased productivity and greater flexibility or ability to 

respond to change. 

In this context, Liker (2004) suggests establishing a continuous improvement process 

through continuous monitoring. The establishment of standards and visual controls is 

the key. Once standards are in place and stabilised, they can be tested like a 

hypothesis. The hypothesis is used for learning to develop a learning organisation 

through relentless reflection by viewing mistakes as opportunities for learning. Visual 

control makes information transparent, quickly detects mistakes against standards, 
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and facilitates communication. Corrective actions are taken, and the experience is 

then shared as a basis for knowledge creation (Spear and Bowen, 1999). Quality is 

built into the process, and employees learn to act independently in the improvement 

process. It happens by learning new skills and how to use mechanisms such as 

transparent monitoring and reflection. Womack and Jones (1996) proposed the need 

to develop routines to embrace continuous improvement by pursuing perfection to 

minimise waste. Liker and Meier (2007), Imai (2012), and Ballè et al. (2017) reinforce 

the involvement of the employees in order to tap into their knowledge and creativity. 

Furthermore, Gaiardelli et al. (2019) state that involvement in continuous 

improvement activities increases aspects such as autonomy with additional positive 

impacts of minimising stress and increasing job commitment. 

6. Respect for people 

The elimination of waste and the pursuit of continuous improvement result from 

committed employees acting in the spirit of the lean philosophy. Therefore, 

employees are a critical factor. The employees' willingness and motivation are 

ensured through respectful interactions (Coetzee et al., 2019). For Liker (2004), 

respect is about training and developing people and tapping into their capabilities. 

This happens by valuing their potential, challenging them and helping individuals to 

improve. For example, in case of problems, the supervisor supports the employees to 

ensure a goal-oriented and methodical problem-solving process. In this view, 

management enables and creates a respectful work environment. De Treville and 

Antonakis (2006) and Rother (2009) confirm this and add to it, by noticing that 

appreciation and trust create a problem culture within the company. In such a 

company, mistakes are viewed as opportunities for improvement. This is achieved 

through focusing on the solution and not a quest in searching for the guilty or 

someone to blame. Consequently, it takes fear away from employees to be held 

responsible for problems by facing the consequences and being involved in the 

solution.  

In contrast, disregarding valuable input from the employees is considered 

disrespectful (Stewart, 2010, cited in Coetzee et al., 2019). Liker (2004) views 

respect as involving employees in decision-making, even more so when it concerns 

their job.  
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Emiliani (2003) has a slightly different perspective and argues that respect is an 

attitude for every team member. Not just the manager towards their employees. 

Therefore, everyone is responsible for being respectful. Here, it is characterised as 

making an effort and trying to understand the opposing perspective. It is about 

cooperation and taking responsibility for one´s actions to build mutual trust. It is also 

important to believe in each other´s capabilities and trust to fulfil their responsibilities. 

De Treville and Antonakis (2006) include a mutual team responsibility perspective in 

the definition. It means disciplining members who pay no attention to results, 

coordinating or reallocating tasks, and providing support in times of stress. According 

to Coetzee et al. (2019), respect is achieved by focusing on the following five key 

themes: 

1. Motivation of people. It is about fostering an environment where employees 

feel appreciated and perceive autonomy in their job. The mechanisms are 

through feedback on progress, challenging targets, measurement, and 

occasional rewards.  

2. Implementation of teamwork as the foundation. Sharing problems and 

solutions to maximise team and individual performance facilitates personal 

and professional growth. 

3. Develop and challenge. It is about teaching and training more skills, such as 

problem-solving capabilities. Employees should be allowed to become 

leaders. On the other hand, leaders are responsible for acknowledging their 

competencies by providing their employees with new problems and topics to 

challenge their skills.  

4. Assess the safety of people. It is about considering employees' safety by 

creating a safe environment. 

5. Developing people as problem-solvers. It is about acknowledging the 

employees' knowledge by guiding them to find the right solution.  

Oppenheim et al. (2011) state that the most critical point regarding trust is to treat 

people as assets and not as a cost factor. It is worth noting that an accurate 

application of respect requires the transition of power and not just the shift of 

technical tasks (De Treville and Antonakis, 2006), as still practised today. According 

to Liker (2004), this principle is vital for developing a problem-solving or continuous 

improvement culture and, ultimately, a successful lean implementation.  
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The six introduced principles (1) define value from the eye of the customer; (2) 

establish a value stream while aiming at value-add activities and waste elimination; 

(3) create a process of flow without interruption; (4) pull according to customer 

demand; (5) strive for perfection; and (6) respect for people concretise the lean 

philosophy and offer orientation in order to implement lean. This study implies that 

lean principles impact a company's operations and people. Principles provide the 

basis for the involvement of employees in decision-making processes. It occurs 

through problem-solving groups or continuous improvement activities by raising 

employees' skills simultaneously. This study believes that without gaining a 

fundamental understanding of lean principles for the employees, the lean 

implementation will be narrowed down to adopting lean methods and ultimately fail. 

Regarding the Gen Y perspective, the study assumes that lean principles give 

meaning and orientation and foster cooperation in their job. With that said, the study 

implies that Gen Y must embrace lean principles. 

2.3.6 Lean methods 

Using methods supports implementing the philosophy and principles (Antony et al., 

2003) by applying them daily. The number of methods to do this varies from author to 

author. Also, the terminology has been used differently, for example, tools, 

instruments, elements, techniques, or practice. Table 5 highlights this inconsistency 

among findings, making it difficult to structure.  

Anand and Kodali (2009) identified and analysed 105 elements, including principles, 

in a comprehensive literature review. The study was revised by Vasmi and Kodali 

(2014), and the number of methods was reduced to 25. Bortolotti et al. (2014) 

reviewed their work and studies from authors who differentiated between hard and 

soft practice. Some authors use principles and practice interchangeably. Table 5 

presents a selection of the current terms and the authors who identified them. 

Table 5 identifies the lack of consensus and consistency regarding the terminology. It 

is not surprising that different methods discussed in the literature have the same 

meaning or deviate from one another. This phenomenon is based on the fact that 

every researcher tries to explain and define lean using different terminology. Some 

authors focus on single methods and their impact on behaviour or performance. In 

contrast, authors like Shah and Ward (2003, 2007), Bortolotti et al. (2014), 
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Bevilacqua et al. (2017), and Hooi and Leong (2017) identified different practices and 

combined them as bundles to emphasise the synergistic effects. Sahoo (2019) 

differentiates between social and technical factors to explain the difference between 

human aspects, such as empowerment, teamwork, training or leadership. The 

technical factors are more tangible and simpler to quantify, such as JIT or Kanban. 

As described in Section 2.3.3, this thesis adapts the terminology of methods instead 

of hard practice to differentiate between principles and methods since some authors 

use principles and practice interchangeably.  
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Princi-

ples and 
Methods 

Tools 
and 

Techni-
ques 

Tools Practice 
Tools 
and 

Methods 
Practice Practice 

Practice 
and 

Tools 

Practice 
and 

Bundles 

Soft 
practice 

Practise 
and 

Bundles 

Value stream 
mapping 

x X x x X x  x    

Set-up time 
reduction 

 X x  x x     x 

Kaizen X X x  X   x   x 

Kanban X X x X     x   

Pull 
production 

 X x x  x X     

Small lot size   x   x   x   

JIT  X x  X  x x x  x 

Elimination of 
waste 

X  x    x x x   

Supplier 
involvement 

  x X   x  x x x 

Total quality 
management 

 X x      x  x 

5S X X x  X x  X    

Standardisa-
tion of work 

X X x x X x  x    

Flexible 
information 

system / 
feedback on 
performance 

Metric 

  x   x X x    

Takt time   x     x    

Continuous 
flow 

X  x   x x    x 

Employee 
commitment / 

workforce 
autonomy – 
empower-

ment 

  x   x x X x   

Multifunctional 
employees / 
teamwork 

 X x   x x X x   

Long-term 
supplier and 

customer 
relationship 

  x X  x   x   

Top 
management 
commitment 

X  x      x   

Total 
productive 

maintenance 
  x  X x x  x  x 

Customer 
involvement 

  x x  x x X  x x 

Uniform 
workload 

  x         

Visual factory   x         

Cellular layout  X x      x   

Respecting 
People /HRM 

X      x X x  x 

Employee 
involvement 

          x 
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Workforce 
recognition 
and reward 

     x x     

Quality control x       X x   

5 Why x     x  X    

Visualisation: 
Visual control 

/tracking 
x X    x x X    

Training          x  

Small-group-
problem-
solving 

         x  

Heijunka x X  X  x  X    

Continuous 
improvement 

(PDCA, 
DMAIC) 

x X  X  x x X  x  

Poke Yoke  X      X    

Hoshin Kanri 
(policy 

deployment) 
   X     x   

Shop floor       x  x   

(1)Lit review/eight articles/ knowledge work (2) Lit review/ 120 articles (3) Lit review/ 546 articles; authors refer in their 
headline to elements and in their table to tools (4) Lit Review/60 articles/Supply Chain (5) Lit Review 447 

articles/sustainability (6) Lit Review 102 articles/Implementation and Trends (7) Research paper on lean production practice 
(8) Lit Review/122/lean service (9) research paper on lean practices and bundles (10) research paper/ adaption of soft 
practice (11) Authors identified lean practices divided them into bundles/Internal-related practices were extended later. 

Table 5: Lean methods 

Methods are chosen based on four criteria relevant to Gen Y, their work view, and 

the context of the study group. 

1. First, due to the significant number of methods identified in the literature, this 

section introduces methods that concern people and relations demanded by 

authors such as Bortolotti et al. (2014) and Gaiardelli et al. (2019). More 

details are provided in Section 2.3.6. 

2. Second, it will also introduce methods related to workplace concerns identified 

in the literature of Gen Y. The supportive literature is provided by Lewis and 

Wescott (2017), Tortorella et al. (2019), and Burch and Smith (2019). 

3. Third, the selection of methods is based on the service sector, not the 

manufacturing sector, as recommended by Gupta and Sharma (2016) and 

Hanna and Ville (2018), and because of the study group.  

4. Fourth, according to authors such as Liker and Meier (2007), Rother (2009), 

Yadav et al. (2017), Nogueira et al. (2018), and Danese et al. (2018), equal 

importance should be given to methods that focus more on the technical side 

as well as on the people and relation side. The reason is given by Sahoo 

(2019), who states that the more technical methods mediate the intangible 

ones. It has been determined that the human side is critical to achieving and 

sustaining performance via lean.  
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This criterion has resulted in the selection of five methods. 

Teamwork 

Bortolotti et al. (2014) identify teamwork as an integral part of lean. It should be 

implemented as the foundation (Coetzee et al., 2019) because it stimulates growth in 

a professional and personal manner. Teamwork creates several advantages for the 

organisation and for the employees. It is viewed as sharing opportunities for 

knowledge generation and maximising individual and team performance (Liker, 

2004). LeNoble and Fredendall (2019) argue that teams function like capacity 

buffers, meaning that if one team member completes their tasks, their behaviour 

would be to assist other team members in supporting their work. This kind of backup 

behaviour in teams helps improve knowledge, team processes and waste elimination 

(Mann, 2015). Therefore, successful teamwork avoids coordination and 

communication losses, increases the order flow and promotes target achievement. 

Further positive effects are resilience, cohesion, increasing flexibility and a higher 

sense of employee responsibility (LeNoble and Fredendall, 2019). The self-esteem of 

the individual team members increases due to the greater problem-solving ability of 

the team. In addition, the team protects the individuals in the event of failures. Due to 

open communication within the team, problems are recognised faster (Liker and 

Meier, 2007). Similar to Liker (2004) and Rother (2009), Bortolotti et al. (2014) and 

Mann (2015) extend this view and argue that teamwork encourages the pursuit of 

continuous improvement since the teams strive for this within their areas. 

In order to achieve these benefits, the group acts independently and is responsible 

for their tasks and results, regardless of the management level (Karlsson and 

Åhlström, 1996). This means that responsibility belongs to those who have to tackle 

the task. Decisions are made at the relevant working level, and results are 

communicated to the next higher responsible person (Rother, 2009). A higher 

responsibility and self-organisation of the employees prevent negative phenomena 

such as absenteeism, obstruction, or internal resignation. 

As a prerequisite, Coetzee et al. (2019) position respect as a positive connection in 

which teamwork will thrive by acknowledging each other´s contribution to the team. 

Another prerequisite for successful teamwork is training employees in their specialist 
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areas and their respective activities to fulfil their tasks (Bortolotti et al., 2014). 

Further, each group member must have a role or task and be considered equal to 

harmonise and avoid conflict within the team. Every team member must fulfil basic 

and advanced requirements. Lastly, the supervisor's handoff of decision-making 

power to the employees is considered a prerequisite (Karlsson and Ahlström, 1996; 

Liker, 2004; Rother, 2009). This means the supervisor changes from being a 

supervisor to an advisory coach.  

In line with Bösenberg and Metzen (1993), Bortolotti et al. (2014) consider teamwork 

as one method that must be used along with other lean methods to achieve 

performance. Nevertheless, it fosters autonomy, increases motivation and the 

willingness to perform, and promotes the discovery of potential within the employees.  

Problem-solving via PDCA 

Similarly, Bortolotti et al.( 2014) emphasise the need to conduct problem-solving 

within a small team to develop internal company processes and structures further. 

According to Shah and Ward (2007), Bortolotti et al. (2014), and Marodin and Saurin 

(2013), employees are organised in work teams and engaged in problem-solving; 

therefore, problem-solving is part of teamwork. The generally applied methods in this 

context are the Plan-Do-Check-Act (PDCA) cycles and Define, Measure, Analyse, 

Improve, and Control (DMAIC). Both cycles are iterative and aim to solve specific 

problems and continuously improve process standards through a structured 

approach (Imai, 2012; Ballé et al., 2017). The intention is to train employees to think 

deeply about problems and increase their problem-solving capabilities (Stone, 2012; 

Coetzee et al., 2019). PDCA and DMAIC for structured problem-solving support 

different lean principles, such as a learning organisation or customer focus. In 

addition, employees and managers are getting trained and improving their problem-

solving capability, thus becoming more committed to the improvements (Imai, 2012; 

Bortolotti et al., 2014). This aligns with a study by Huo and Boxall (2018) describing 

that the demand for problem-solving promotes engagement in a team due to the 

desire to learn and acquire new competencies and personal growth.  
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Process mapping 

Process mapping is a prominent method that defines a process while aiming at 

value-added activities by eliminating waste. It means increasing quality and 

productivity by increasing value-added activities within the processes. Process 

mapping can be used for material and non-material processes and applied to 

administration and manufacturing. Therefore, process mapping is a way to control 

the process (Gierszewski, 2016; Kostka and Kostka, 2017) 

Process mapping is a team-based activity developed in cooperation with the 

employees. The intention is that employees are informed about their work steps, 

understand the process flow as a whole and reinforce each other to follow the 

identified process steps. Gierszewski, 2016; Kostka and Kostka, 2007; Hofmann, 

2020). According to Pfeiffer et al. (1994), it can also include external partners, such 

as suppliers or customers. Designing it with the employees and/or partners fosters 

constructive cooperation and increases motivation through involvement. In addition, 

employees are getting trained to perform the process through transparency (Liker, 

2007; Bertagnolli, 2022). 

Hoshin Kanri 

Tennant and Roberts (2001) refer to Hoshin Kanri (HK) as a strategy or policy 

deployment. It is a very structured means of goal cascading. It consists of articulating 

clear goals, developing tactics required for achieving these goals, and lastly, clear 

improvement actions needed for supporting the specified tactics. The process of HK 

is done as an annual cycle to ensure the carrying out of the identified strategy. The 

intention is to enhance performance regarding strategic priorities since, according to 

Witcher et al. (2006), it is a deficiency within many organisations.  

Soltero (2007) states that goals must be cascaded from top management down to 

every associate on the lowest level. Furthermore, it must be horizontally aligned 

across business functions. According to Tennant and Roberts (2001) and Akao et al. 

(2020), a two-way communication called catch-ball reinforces the goal alignment with 

management. It ensures a decision-making process based on consensus between 

the subordinate teams, superiors, and managers. The idea is simple: The manager 

introduces the objectives to their subordinates. These objectives need to be agreed 
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upon by each group. Next, the subordinate team produces an action plan comprising 

specific objectives that need to be attained. This ensures that the manager's 

objectives are realised as well. The produced action plan is then passed on (catch-

ball) to the manager, who will check the effectiveness of the produced action plan. 

This process goes on until a consensus is reached.  

HK supports interaction between management and associates by stimulating a 

discussion about achieving strategic and annual targets. Next, it is a vehicle for a 

systematic review regarding how well the targets are carried out. In addition, 

associates get an opportunity to understand how their daily work is aligned with the 

strategy. Lastly, by applying HK, the organisation enhances its capabilities regarding 

lean, processes or work practices (Witcher et al., 2008; Liker and Convis, 2012; 

Witcher, 2014, Jackson, 2019). 

Shop floor management 

Shop floor management (SFM) is considered a method that enforces the company-

wide lean implementation; it should ensure the stability and sustainability of the lean 

implementation in the company. It is used synonymously for morning marked (Imai, 

2012), visual control (Womack and Jones, 1996) or morning huddle board start-up 

meetings (LeNoble and Fredendall, 2019). SFM focuses on the operational or 

administrational processes and fosters the integration of employees. The main goal 

is to achieve the daily agreed-upon (production) targets, engage in a continuous 

improvement process, and involve all employees. This is achieved through thoughtful 

leadership, consistent communication, feedback, transparency through visualisation, 

and solving problems quickly in a structured and sustainable manner (Mann, 2005; 

Imai, 2012; Brunner, 2017). Peters (2016) considers the goal of SFM to create a 

learning organisation by changing an entire company, including people's attitudes 

and behaviour. This also includes fostering self-organisational skills. Peters (2016) 

identifies four central elements that define SFM: lead on site, manage deviations, 

solve and avoid problems sustainably and optimise the use of resources. Suzaki’s 

(1993) perspective is focused on developing self-management skills and empowering 

employees to improve their abilities continuously. In addition, a gemba-oriented (go 

to the place where people create value) way of thinking is crucial. This means it is 

based on reality rather than concepts. This ensures that observations are made at 
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the place of value creation. Suzaki (1993) identifies six main elements of SFM: Core 

values - vision, customer orientation, involvement of all employees, problem-solving, 

leadership for continuous improvement, and support from a management system. 

In their review of SFM, all authors have identified common characteristics. They are 

the creation of transparency, employee motivation, the effective use of resources, the 

improvement of response times in the event of problems or deviations from the 

target, and raising employee awareness for customer value. Lastly, the authors 

agree that SFM applies self-management at the lowest hierarchical level of a 

company. The SFM is based on individual elements and requires continuous 

adjustments. It is individually designed depending on the team or business 

requirements (Suzaki, 1993; Mann, 2005; Imai, 2012)). 

SFM organises the work in teams on operational levels, sets up regular meetings as 

a routine, and leads to continuous improvement efforts in all Shop floor areas. SFM 

acts as a feedback mechanism for employees and leaders because of the high 

visualisation and daily communication intensity. There is a direct relation between an 

intention and an effect, allowing employees to steer their actions towards positive 

outcomes. The visualisation and reaction of others involved in SFM serve as 

assurance and security with regard to one’s own actions. This feedback forms the 

informative basis for increased process control, learning, and continuous 

improvement (Mann, 2005; Peters, 2016). 

Leaders act as mentors or trainers to guide employees through problems and 

empower them to work and think independently. It is a way to show appreciation to 

teams and individual employees (LeNoble and Fredendall, 2019). In order to support 

a comprehensive SFM, different methods are used, such as PDCA, standards, a 

qualification matrix, area-specific key figures, or communication techniques (Imai, 

2012). 

2.3.7 Human factors within lean 

According to Senge (1990, p. 4), ‘The organisations that will truly excel in the future, 

will be the ones that discover how to tap people’s commitment and capacity to learn 

at all levels in an organisation.’ People are the centre and main drivers for any lean 

implementation (Liker, 2004; Yadav et al., 2017; Gaiardelli et al., 2019). For example, 
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detecting and eliminating quality issues or creating work standards by employees 

(Spear and Bowen, 1999) are the cornerstones in lean and emphasise people's role 

in a lean implementation. As pointed out by Liker and Rother (2009), Bortolotti et al. 

(2014), and Sahoo (2019), most companies focus on implementing methods and 

neglect human-related factors. Consistent with these statements, empirical studies 

showed that collaborative relationships with the leadership, customers, and suppliers, 

teamwork, and focus on continuous improvement are essential for implementing lean 

effectively. It is vital to improve its operational performance by involving all individuals 

to commit and create an environment where lean is embraced (Flynn et al., 1995; 

Spear, 1999; Shah and Ward, 2007; Bortolotti et al., 2014). 

The literature regarding human factors in lean is fragmented, with conflicting 

meanings. However, some authors agree that certain lean principles and methods 

trigger human factors while applying lean. Bou-Llusar et al. (2009) focus on principles 

and methods that foster vision alignment and a culture of excellence, such as 

information sharing, involvement, and team-based improvement. Bortolotti et al. 

(2014) add to it and state that principles and methods that focus on people relations, 

teamwork, leadership, customer and supplier involvement, and continuous 

improvement harvest the human factors while implementing lean. Furthermore, 

focusing on these lean principles and methods gives a more significant performance 

output. 

In line with Liker and Braun (2009), Coetzee et al. (2019) and Gaiardelli et al. (2019) 

for this study, human factors refer to six points: (1) intrinsic motivation, (2) 

involvement; (3) workplace safety; (4) autonomy; (5) feedback; and (6) appreciation 

of employees. The following examples illustrate the connection between principles, 

methods, and human aspects by reflecting on the previously described principles and 

methods. 

Inefficiency and wasteful activities in processes and information distribution will likely 

affect employees' motivation, productivity, and engagement (O´Brien, 1998). The 

principles of respect for people and waste elimination address this issue. Both 

principles are associated with careful usage of the employee's resources and lead to 

an appreciation and higher involvement of the employees (Ballé et al., 2017) by 

focusing on the customer and continuous improvement demanded by Bortolotti et al. 



 

PhD H Pschibilla.doc 72 

(2014). According to Coetzee et al. (2019), applying these principles fosters an 

environment where a methodological approach is ensured to share and work on the 

problems.  

A lack of knowledge of the customer demands, and inefficiencies in creating it 

reduces the likelihood of employees adding to the value generation. It impacts the 

employee's involvement in innovation and continuous improvement of products and 

services (O´Brien, 1998). The principles value in the eyes of the customer and 

continuous improvement as well Hoshin Kanri as method address this issue. Both 

principles act like circulation systems that initiate communication, knowledge, and 

teamwork (Yadav et al., 2017) because they focus on people relations, customers, 

and continuous improvement, as Bortolotti et al. (2014) stated. Hoshin Kanri creates 

transparency and sets clear objectives regarding the company's vision, strategy, and 

annual targets (Tennant and Roberts, 2001; Soltero, 2007). It focuses on a clear 

vision and policy deployment, as Bou-Llusar et al. (2009) suggested. Applying these 

principles and methods contributes to higher goal orientation, meaningful work, and 

creativity through collaboration and teamwork (Liker, 2004; Witcher et al., 2008; 

Rother, 2009; Bortolotti et al., 2014). 

Unclear work instructions and lack of feedback regarding work activities and 

performance lead to insecurity about job performance. It further leads to stress 

through the discomfort of missing deadlines and decreased job satisfaction because 

of a lack of control over work and appreciation (Gaiardelli et al., 2019). The principles 

of respect for people and the method of Shop floor management address this issue. 

These two are associated with developing people and allowing them to learn and 

address daily problems by receiving feedback and guidance (Imai, 2012; Peters, 

2016; Coetzee et al., 2019). It takes place by fostering an environment enabling 

information-sharing and team-based improvement, as Bou-Llusar et al. (2009) 

argued. According to Mann (2005), Peters (2016), and Gairadelli et al. (2019), 

applying this principle and method leads to higher autonomy because employees 

take an active part in the decision-making process and determine how the work 

should be carried out. The authors state further that through applying this principle 

and method, feedback is routinely given to obtain transparent information about one's 

performance with the effect of increased employee accountability.  
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This study understands that certain lean principles and methods foster human 

factors, such as intrinsic motivation, involvement, workplace safety, autonomy, 

feedback, and appreciation of employees. In conclusion, human factors are 

embedded within lean principles and methods. In such a context, the study primarily 

focuses on principles and methods related to human factors to generate a higher 

buy-in for implementing lean based on the work of Bou-Llusar et al. (2009 and 

Bortolotti et al. (2015), as displayed in Table 6. Integrating human factors is not a 

new idea within lean. However, it is mostly about applying lean methods to every 

process, assuming it eliminates waste and generates revenue. The study implies that 

focusing on human factors is critical to implementing lean because it impacts the 

employees' experience of lean. Regarding Gen Y, the study implies that human 

factors are the key to being embraced by Gen Y due to their expectations of work. 

Lean human aspects 
embedded in the lean 
principles and methods 

Adapted 
from 

Corresponding lean 
principles used in this 
study 

Corresponding lean 
methods used in this study 

• Small group problem-
solving 

• Training employees 

• Top management 
leadership 

• Supplier partnership 

• Attention to Customer 

• Continuous improvement 

Bortolotti 
et al. 
(2015) 

 
 
 
 
 
 

• Customer value 

• Strive for 
perfection 

• Teamwork  
 
 
 
 
 

• Shop floor 
management 

• Vision alignment and 
policy deployment  

• cultures of excellence, 
such as information 
sharing, involvement, 
and team-based 
improvement. 

Bou-
Llusar et 
al. 
(2009) 

 • Hoshin Kanri 
 

• Shop floor 
management 

Table 6: Human factors embedded in lean principles and methods 

2.3.8 The impact of lean on employees 

This section summarises the interdependency between philosophy, principles and 

methods to reflect on the impact of the most common work behaviour triggered by 

the lean principles and methods. 

The principles of respect for people stimulate empowerment and engagement (Balzer 

et al., 2019), leading to critical aspects of functional teams, such as conflict handling 

and reflection (Yang, 2019). According to Mann (2005) and LeNoble and Fredendall 
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(2019), reflection supports team learning based on resolving problems. Therefore, 

handling conflicts is difficult. Through collective mindfulness, Yang (2019) found 

evidence of a relationship between respect for people, continuous improvement, and 

functional teams. Through these principles, teams become more mindful of each 

other by acting more carefully, respecting each other's position, and valuing their 

input. According to Yang (2019), collective mindfulness fosters effective teams. 

Womack et al. (1990) consider principles and methods, such as continuous 

improvement or problem-solving, as motivation for employees. The positive 

association between learning and utilising a new skill is beneficial. Support for this 

interpretation comes from Cullinane et al. (2013) and Huo and Boxall (2018), who 

argue that continuous improvement and problem-solving encourage work 

engagement. This is due to the challenges rooted in the desire to solve problems. 

Consequently, employees who show initiative to learn and demonstrate their skills 

tend to be recognised. This suggests that this principle and method addresses 

employees' desire for learning and development (Huo and Boxall, 2018). Lim (2020) 

states that a combination of flow, setup reduction, total productive maintenance, and 

employee involvement leads to perceived job satisfaction. 

Lean methods like PDCA, visual management, SFM, and process design support 

driving efficiencies within processes. This happens through the empowerment of 

employees. These methods may avoid team conflicts because of clear roles, tasks, 

responsibilities, and objective goals (Mann, 2005; Womack, 2011; Dennis, 2015). 

These findings suggest a higher yield, reduced stress, higher productivity, and 

motivation for employees due to reduced inefficiencies within processes (Liker and 

Meier, 2007; Ridgway and Forman, 2019). 

Overall, these described principles and methods lead to a higher autonomy among 

employees due to their active participation in decision-making (De Treville and 

Antonakis, 2006; Liker and Meier, 2007). Feedback in SFM, standards, visual 

management or teamwork allows an immediate response when deviating from the 

target, increasing accountability (Metha and Shah, 2005). Applying routines for 

continuous improvement, problem-solving, or SFM drives employees' engagement 

and involvement, increasing their skills and creating autonomy and job commitment 

(De Treville and Antonakis, 2006; Gaiardelli et al., 2019; Lim, 2020). Furthermore, 
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customer value and waste elimination principles seek to enable employees by giving 

clear direction for their tasks and improvement initiatives (Womack and Jones, 1996; 

Liker and Meier, 2007).  

In summary, the employees' and managers' behaviour is directly related to their 

involvement with the principles and methods of lean. Ultimately, this study aims to 

understand whether lean can be deployed effectively to Gen Y as a principle and 

method-based approach by focusing on human factors to attain greater generational 

engagement as employees. Therefore, it is essential to understand lean's impact on 

employees. 

2.3.9 Critique of lean  

Lean has profound implications for work and how work is viewed in the 21st century. 

Employees with a good understanding of their jobs and strong identification with their 

work access valuable resources to perform better. These last sections of this chapter 

demonstrated a positive impact on employees through adopting and implementing 

lean. This raises the question of whether there is also a negative side of lean for the 

employees. Regardless of all the positive representations and evidence, lean has 

been criticised.  

Authors such as Harrison (1997), Hampson (1999), Anderson-Connolly et al. (2002), 

and Stewart et al. (2009) argue that lean principles cause stress and can lead to 

employees becoming overwhelmed. One example the authors give is that the 

increase in efficiency and productivity is realised at the employees' expense. This is 

justified by the new tasks and areas of responsibility assigned to lower levels in the 

hierarchy. Employees are encouraged to participate in parallel projects as process 

improvement in addition to their day-to-day jobs. Consistent with this line of 

argument, already-known activities must be done faster since waste is eliminated 

and capacity is freed. According to De Traville and Antonakis (2006), this might result 

in anxiety amongst the workforce. 

Additionally, the narrow focus on waste elimination hinders employees from being 

creative and stifles initiative because they channel their ideas into solving immediate 

problems. Hampson (1999) states that the constant elimination of waste, such as 

inventory and time buffers between processes, leaves the employees overburdened. 
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Overburden is rooted in eliminating any micro-breaks employees usually have 

between process steps. In addition, the concentrated elimination of waste, such as 

inventory, might cause the operating system to break down if there is a problem in 

material delivery. 

Similarly, flow implementation leads to the omission of micro-breaks caused by 

searching or waiting since material and information constantly flow (De Traville and 

Antonakis, 2006). Teamwork can negatively impact individuals due to peer pressure, 

leading to team members blaming each other since the entire team is responsible for 

the results (Hampson, 1999).  

Transferring new responsibility, a new job design, or an overall new task is also 

considered controversial. While some employees are more inclined to take on new 

assignments proactively and confidently, others feel overwhelmed and cannot 

mobilise their job resources. Both perspectives are understandable and embedded in 

the individual characteristics of the employees.  

Conti et al. (2006) hypothesised that lean methods could cause stress in the 

workplace. As a result, the study showed no statistical significance in the relationship 

between the workplace stress level and implementing lean methods. The study 

recognised that the application of lean and the selection of specific methods are 

usually based on management decisions. However, choosing the wrong methods 

causes stress since methods also function as control or steering mechanisms. For 

example, increased transparency and supervision on the Shop floor level generate 

unnecessary pressure due to feedback systems such as SFM, standards, and 

process visualisation. It can create a pressured and controlled work environment. 

Standards have the additional impact of turning into monotonous work, leading to 

demotivation (De Traville and Antonakis, 2006). 

These findings further substantiate the argument that lean leads to positive and 

negative effects for employees. How people react to lean depends mainly on the 

responsible manager's attitude. Lean principles and methods that are not understood 

correctly or misused lead to problems within the implementation and day-to-day 

practice.  
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These identified critiques of lean are partially reasonable. It seems that lean meets 

the expectations of the companies using it. However, to avoid adverse effects, 

training and implementation should not just focus on individual methods but rather 

encompass the entirety of the lean approach. Therefore, the selection, adaption, and 

application of methods should be chosen to reinforce the principles and philosophy to 

optimise the business.  

2.3.10 Summary of the discussion of lean 

This chapter section intended to inform the research about the nature of lean, how it 

evolved, and the meaning behind its philosophy, principles, and methods. Based 

upon this understanding, it further investigated the impact of lean on employees. The 

scope of this study regarding lean is focused on the principles and human aspects. 

Therefore, a comprehensive literature review contrasting and comparing all methods 

or principles is beyond the scope of this research. 

Lean is a highly researched topic. Also, the conducted literature review reveals five 

points that concern this study. Clearly, lean is a product of a course and action that 

emerged from the everyday car manufacturing of cars at Toyota and has come to be 

known as TPS. 

First, it is still surprising that there is consensus that the term lean, its definition and 

conceptualisation are unclear for business, academia, and practitioners until today 

(Danese et al., 2018). Even more so, there is more than one working definition. It 

does make it difficult to take control of the literature to compare results and draw 

conclusions. Considering the dynamics of lean, by scholars (Danese et al., 2018; 

Neena and Misha, 2019; Psomas and Antony, 2019), practitioners, and the forces 

from the network of the lean community to push the lean development, the confusion 

with lean terminology is becoming more apparent. Another explanation for the 

number of working definitions is rooted in lean's fundamental and unavoidable 

orientation to create value in the eyes of the customer (Liker, 2004). In order to meet 

business demands, the principles of value creation open lean to incorporating other 

ideas and principles into it. This can contribute to a broader interpretation of lean. 

Second, there has been no consensus in academia on the number or content of 

emergent principles and methods that lead to an understanding of lean (Chapter 
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2.3.5; 2.3.6). With different principles and methods emerging as lean progresses, it is 

crucial to understand what lean is all about to review and implement it sustainably. 

The most cited principles used in practice are from Womack and Jones (1996), but 

these fail to emphasise the human aspects associated with understanding and 

implementing lean. Other principles proposed by different authors build upon those of 

Womack and Jones; some are different, and some are similar. These principles and 

methods are recognised as significant to the roll-out of lean to a workforce consisting 

of Gen Y:  

1. Define value in the eyes of the customer 

2. Waste elimination 

3. Strive for perfection /continuous improvement 

4. Respect for people 

5. Teamwork 

6. Shop floor management 

7. Hoshin Kanri 

8. Process mapping 

9. PDCA 

This study consciously decided to use the principles of Womack and Jones, build 

upon them and finally assess its Gen Y perception.  

Third, lean demands different thinking and acting as compared to conventional 

organisations. One difference is grounded in how people are treated. Lean 

emphasises people, developing them, respecting them, and finding people-centric 

solutions. Mann (2005), Liker and Meier (2007), Ballé et al. (2017), Yadav et al. 

(2017), and Coetzee et al. (2019) clearly state that people are an essential part of a 

lean transformation. The critique is that employees are still undervalued. 

Organisations risk losing their competitive weapons, such as energy, creativity, and 

commitment, because they rush to implement lean methods. As critically pointed out 

by Yadav et al. (2017), a common misguided application of lean is cost reduction by 

eliminating non-value-adding activities resulting in the termination of employees. It 

goes against the fundamental lean philosophy and undermines the respect of 

people's principles.  
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Fourth, lean has extended past the traditional manufacturing environment to all kinds 

of businesses. The combination of lean and sustainability implies an approach 

beyond performance reasons (Sinha and Matharu, 2019). Despite the trend to 

incorporate more human aspects into lean, more technical methods are still required 

for lean implementation (Sahoo, 2019). However, to this author's knowledge, 

examining lean and Gen Y is highly underdeveloped. 

Fifth, some patterns inform the study regarding lean's impact on employees. De 

Treville and Antonakis (2006) and Liker and Meier (2007) suggest that most 

principles and methods lead to higher autonomy. Reduced stress and higher 

employee productivity and motivation are achieved due to reduced process 

inefficiencies (Liker and Meier, 2007; Ridgway and Forman, 2019). Lean drives 

employees' engagement and involvement, which increases their skills, creating 

autonomy and job commitment (De Treville and Antonakis, 2006; Gaiardelli et al., 

2019; Lim, 2020). Nevertheless, misapplication or lack of understanding, especially 

of lean methods, can negatively impact employees. 

Finally, one objective of this study is to identify and characterise theoretically the lean 

principles and methods related to a changed work practice. This is the second part 

required to bridge the gap in knowledge between lean and Gen Y to explore how 

lean principles and methods can be transformed to meet the needs of Gen Y.  

2.4 Summary of lean and Generation Y 

The review of the lean and Gen Y literature revealed a link between the 

characteristics of Gen Y and the principles and methods of lean. This section 

provides the theoretical framework for the research—table 7 details how the 

characteristics of Gen Y are associated with lean principles and methods. 

Lean Principles and Methods Generation Y's view of work 

Define value from the eyes of the customer 

• decision criteria for behaviour and 
activities 

• clear direction  

 

• goal driven  

• striving for meaningful work 
 
(Eisner, 2005; Salahudding, 2010; Lanfredi et al. 
2018)  
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Establish a value stream while aiming at 
value-add activities.  

• Transparency reinforces the rules of 
how the members of an organisation 
create a product or service.  

• checks whether others in the company 
are behaving in accordance with these 
rules 

 

• require structure at work, guidance from their 
supervisors, and seem to follow directions 
easily 

• corporate social responsibility 
 
(Kehrli and Sopp 2006; Orrell 2009; Ng, 
Schweitzer, and Lyons 2010) 

Create a process of flow without interruption 

• supports learning in organisations 

• fosters teamwork 

• facilitates collaborations between 
functions by utilising problem-solving 
skills for better coordination 

 

• teamwork especially global teamwork 

• supportive and nurturing work environment 

• involvement in activities and decisions making 
 
(Lanfredi et al. 2018; Twenge et al. 2010; Venne 
and Hannay, 2018) 

Pull according to customer demand  

• Facilitates autonomy by the 
understanding of what is needed and 
when from the upstream process 

 

• clearly defined goals 

• more feedback 
 
(Eisner, 2005; Salahudding, 2010; Venne and 
Hannay 2018) 

Strive for perfection  

• facilitates learning through mistakes 

• stimulates empowerment (learning to 
act independently in the improvement 
process)  

• feedback through visual control and 
standards 

• facilitates communication 

• engagement through including creativity 
and ideas 

 

• motivation is rooted in challenging work 
performed on a daily level with the restriction 
of avoiding repetitive tasks 

• involvement in activities and decisions 

• more feedback, recognition, and appraisal of 
their work 

 
(Torello, 2019; Venne and Hannay, 2018; 
Massingham and Chandrakumara, 2019; Ng, et al. 
2010; Huo and Boxall, 2018) 

Respect for people 

• developing and challenging 

• teamwork and cooperation 

• ensure a goal oriented and methodical 
problem-solving process 

• involving in the decision-making 
process 

• creating a safe environment 

• stimulates empowerment and 
engagement 

 

• personal respect, preference for participating 
leadership style, avoidance of hierarchy, and 
the request for a work-life balance 

(works against) quickly bored and, at the same 
time, very good at handling multitasking 

• can work under pressure 

• training and mentoring 

• development of their employees, next to the 
involvement of activities and decisions making 
mentor 

• more feedback, recognition, and appraisal of 
their work 

 
(Torello, 2019; Pekala, 2001;  
Freifield 2007, Shih and Allen 2007;Hasting 2008; 
Lyons, 2004; 
Venne and Hannay, 2018; Massingham and 
Chandrakumara, 2019; Ng et al., 2010) 
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Teamwork 

• stimulates growth and learning 

• promotes target achievement 

• support each other in completing their 
task 

• role and task are considered equal 

• stimulates a higher responsibility and 
self-organisation 

• conflict handling 

• engagement 

 

• growth, learning, teamwork especially global 
teamwork 

• being challenged and defining their own 
milestones in order to achieve ownership of 
their work 

• personal respect, preference for participating 
leadership style, avoidance of hierarchy, and 
the request 

 
(Lanfredi et al. 2018; 
Smith and Galbraith 2012; Bell and Narz, 2007; 
Torello, 2019) 

Problem-Solving 

• Transparency 

• Learning 

• Feedback  

• Training 

• Mentoring 

• Conflict handling 

• Engagement 

 

• Motivation is rooted in challenging work 
performed on a daily level with the restriction 
of avoiding repetitive tasks. 

• training and mentoring 

• feedback 
 
(Torello, 2019; Hasting, 2008; Lyons, 2004; Venne 
and Hannay, 2018; Massingham and 
Chandrakumara, 2019; Huo and Boxall, 2018) 

Shop floor management 

• stimulates learning 

• feedback through transparency 

• developing self-management skills 

• empowerment through clear targets 

• motivation 

• mentoring 

 

• more feedback, recognition, and appraisal of 
their work 

• contributing to the organisational goals in 
order to feel meaning 

• being challenged and defining their own 
milestones in order to achieve ownership of 
their work 

• require structure at work, guidance from their 
supervisors, and seem to follow directions 
easily 

 
(Venne and Hannay, 2018; Massingham and 
Chandrakumara, 2019 Ng et. al. 2010; Orrel, 2009; 
2009; Bell and Narz, 2007; Kehrli andSopp 2006) 

Table 7: Bridge between lean and Gen Y 

Lean is a controversial topic with some debate in academia and business. It positions 

one as being either for lean or against lean. With this in mind, both parties search for 

a cause to support their argument. The ones opposed to lean argue that it is still a 

production method that increases efficiency and is careless regarding people 

(Harrison, 1994; Anderson-Connolly et al., 2002; Stewart et al., 2009). The ones who 

favour lean debate it is not just a production method but a way of thinking, defined as 

an integrated social-technical system supported by various principles and methods. 

This literature review searched for the impact lean principles and methods have on 

employees. In order to learn whether there is a relationship between lean and 

Gen Y., Table 7 shows that the identified principles and methods stimulate an 
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expectation Gen Y has of their work environment. This leads to the first learning that 

lean in its variety is consistent with how Gen Y might view work in terms of 

involvement, participation, work goals, and benefits from participating in the decision-

making process. However, based on the critique (2.3.8.) of lean in this paper, a 

negative effect on employees can not be excluded. Therefore, in further developing 

this study, it will be essential to consider contextual factors, such as how lean is 

implemented, e.g., through explanation, consensus-making, and participation. The 

questions going forward will be whether these positive lean characteristics, such as 

skill utilisation, the meaning of work, autonomy, and transparency, meet Gen Y's 

work expectations or how to adjust the lean implementation based on the findings of 

this study. 

2.5 Conclusion of Chapter 2 

In conclusion, the literature used to inform the research moved from pathbreaking 

points of Gen Y, lean, and finally matching lean principles and methods with Gen Y 

characteristics. The diversity in topic brings depth to the study and allows for a wide 

range of knowledge to be identified and discussed. Critical aspects in each section 

were addressed and supported by different authors, from the point of historical work 

to current work.  

Over the past decades, lean has been studied across methods, industries, 

leadership, and implementation frameworks, highlighting the importance for 

organisations and the influence the construct has on an organisation, team, and 

individual level. To this author's knowledge, an examination of lean has not been 

carried out solely with employees from Gen Y. Research suggests there is a 

research gap that needs to address the relationship between hard methods and soft 

practice (human factors), such as lean principles into the implementation plan (Chay 

et al., 2015; Danese et al., 2018; Neena and Misha, 2019). Considering the demands 

for different working conditions due to changes in society and technology, together 

with potential generational differences in attitudes and work expectations (Whitney, 

2009; Nübold and Maier, 2012; Huf, 2017; Weßels and Havarbier, 2015), how lean 

should be implemented for this cohort should be investigated. This literature review 

was conducted using a narrative approach, intending to identify which elements of 

lean might be attractive to Gen Y and support their adoption of it as a way of working. 
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The study moves on to the methodology in Chapter 3, to provide a critical 

understanding of how the empirical part of the research was planned and conducted.  
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3 Methodology 

This study sets out to introduce lean to Gen Y to transform business practice. It 

seeks to do this through an action research process working with employees who 

can be described as Gen Y. The goal is to create an environment where participants 

can learn and experience lean. That said, selecting an adequate research design is 

essential in assessing and gathering relevant data for the study. It will determine how 

to design questions and help draw accurate conclusions (Ioannidis et al., 2014). The 

challenge for this study is to choose a method that brings change to the surface and 

investigates what specific lean principles and methods are responsive to the Gen Y 

work view.  

Chapter 3 contains a discussion of the research design for this study and is divided 

into 13 sections.  

1. The decision to conduct qualitative research with an interventionist paradigm 

will be argued. This will be done by contrasting the two major paradigms 

regarding their ontological and epistemological underpinning and the author´s 

understanding of ontology and epistemology that supports qualitative 

research.  

2. An overview of action research as the methodological design is discussed to 

understand how the method best supports answering the research aim.  

3. The research setting will be discussed under criteria such as participant 

number, company access, participants’ profile, and organisation. 

4. A discussion of the procedural plan of AR follows, providing details of the role 

of the researcher and how collaboration was built. 

5. The data collection instruments will be critically presented to provide more 

detail on AR's procedural plan.  

6. This is followed by an explanation of how data were recorded. 

7. The chapter moves on to discuss the process of data analysis.  

8. In Section 8, the chapter presents a discussion about trustworthiness and 

authenticity.  

9. More details about the researcher's history and position are displayed in 

Section 9 in order to disclose the researcher's interest in lean fully. 

10. Any assumption for this study will be clarified in Section 10. 
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11. The chapter moves on to present the limitson of the study. 

12. In Section 12, ethics will be discussed to address the well-being of the 

participants, confidentiality, anonymity, voluntarism, and the power relation 

between the researcher and the Critique of lean participants. 

13. The last part of the chapter concludes with a chapter summary. 

3.1 Research paradigm, ontology, and epistemology 

Quantitative and qualitative research approaches are utilized by the two opposing 

philosophies, such as positivism and constructivism. They present the two main 

research paradigms, including their underpinning ontology and epistemology. This 

section outlines the positivist and constructivist paradigms, including the chosen one. 

It supports contrasting the differences and serves as a background for the decision to 

conduct a qualitative study (Section 3.1.3). Furthermore, it serves to develop the 

methodological approach for this study because the chosen research paradigm 

determines that all other research aspects, such as method, data collection, and data 

interpretation, have to be consistent with its philosophy (Guba and Lincoln, 1994, 

Creswell and Poth, 2016). 

A paradigm refers to someone’s view of the world (Cresswell and Plano Clark, 2007; 

Teddlie and Tashakkori, 2009), whereas Guba and Lincoln (1994, p. 107) began their 

discussion of paradigms by clarifying: 

‘Paradigms as Basic Belief Systems. 

Based on Ontological, Epistemological and 

Methodological Assumption’ 

Thus, a paradigm is a philosophical framework, meaning that there are underlying 

assumptions connected with each paradigm about ontology, epistemology, 

methodology, and methods (Guba and Lincoln, 1994; Teddlie and Tashakkori, 2009; 

Rehman and Alharthi, 2016). In other words, a paradigm is a mental model, a way of 

understanding the world, its reality, how it came to be, and how to attain knowledge. 

Research influences how a study is conducted and how knowledge is obtained, 

studied, and interpreted (Mackenzie and Knipe, 2006; Rehman and Alharthi, 2016). 



 

PhD H Pschibilla.doc 86 

Ontology and epistemology are relevant components of the philosophical approach. 

It explicitly underlines the differences between the paradigms that leads to a better 

description of them because it becomes possible to refer to these aspects (Rehman 

and Alharthi, 2016; Grix, 2018). 

1. Ontology concerns ‘the nature of our beliefs about reality’ (Richards, 2003, p. 

33). Researchers are guided by their assumptions regarding what exists, how 

it exists and how to attain it. These ontological questions steer the research 

process. It leads the researcher to inquire about the nature of reality, e.g., 

singular truth and (or) socially constructed multiple realities (Crotty, 1998; 

Rehman and Alharthi, 2016). 

2. Epistemology includes questions about the prerequisites for knowledge. It 

concerns how knowledge is created, validated, and communicated (Gall et al., 

2007; Cohen et al., 2007; Bryman and Bell, 2015). It aligns with the ontological 

stance and steers the epistemological assumption, e.g., the singular truth is 

obtained by a detachment of the object to explore the real things. Also, 

socially, multiple realities are obtained by getting involved and understanding 

the phenomena within their context (Guba and Lincoln, 1994; Rehman and 

Alharthi, 2016).  

In research, the development and debate about paradigms result from historical 

context. With that said, the positive paradigm is grounded in natural science, 

assuming the social world is context-free, like the natural world. Constructivism grew 

from criticism against positivism, believing that reality is socially constructed 

(Mackenzie and Knipe, 2006). This illustrates the different underlying positions of the 

paradigm briefly.  

Before critically discussing these two paradigms and positioning the study, two 

remarks. First, these two paradigms are regarded as the main ones. There are 

various paradigms, such as constructivist, interpretivist, positivist, postpositivist, 

transformative, emancipatory, interventionist, critical, realism, and pragmatism (Guba 

and Lincoln, 1994; Mackenzie and Knipe, 2006; Van de Ven, 2007; McNiff, 2013; 

Bracci, 2017). These paradigms can be located between the positivism paradigm at 

one end and the constructivism paradigm at the other. It is referred to as a 

continuum. Second, different definitions and meanings regarding the term paradigm 
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are found in the literature (Mackenzie and Knipe, 2006; Killam, 2013; Creswell and 

Poth, 2016). 

The following section discusses the paradigms' assumptions by including the 

philosophies in terms of ontology and epistemology.  

3.1.1 Positivism  

Positivism is rooted in a quantitative approach and based on natural science using 

scientific methods (Guba and Lincoln, 1994; Lor, 2019). The paradigm of positivism 

assumes an objective reality as ontology. That means only one reality exists; it is 

value-free, based on cause and effect, and can be studied like the natural world 

(Guba and Lincoln, 1994; Mackenzie and Knipe, 2006; Collins and Hussey, 2009; 

Easterby-Smith et al., 2012). From a positivist paradigm, knowledge is created 

through observations and measures to predict outcomes, including social reality, like 

human behaviour (Walach, 2005). In order to comprehend reality, the research 

approach is broken down into a sequence of logical deductive steps. The process 

enables the cause and effect to be understood, and the hypothesis tested using a 

generalised strategy (Brannick and Coghlan, 2007; Lor, 2019). 

So, the positivist position appears unable to address whether lean can be deployed 

effectively to Gen Y as a principle and method-based approach. It is questionable to 

study beliefs and perceptions if the approach of the paradigms includes a value-free 

nature, meaning a detachment of the researcher from the research. According to 

Richards (2003) and Bryman and Bell (2007), positivism has no differentiation 

between the world of nature and the social world. Therefore, findings became 

independent of humans (Guba and Lincoln, 1994; Lor, 2019). It is problematic for a 

study that intends to investigate the real-world perspective. Adopting positivism might 

narrow the research to exploring Gen Y experiences through the sense of samples. It 

will address single aspects of Gen Y experiences instead of understanding the rich 

and meaningful experience of lean principles and methods from a generational 

perspective.  
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3.1.2 Constructivism 

As opposed to positivism, constructivism is rooted in a qualitative approach. The 

ontological assumption of a constructivist is subjective and socially constructed. That 

means multiple realities exist depending on the human experience (Mackenzie and 

Knipe, 2006; Collins and Hussey, 2009; Easterby-Smith et al., 2012). The 

constructivist paradigm believes the knowledge of the world and ourselves is a result 

of social exchange and negotiation processes (Guba, 1990; Guba and Lincoln, 1994; 

Gergen, 1985; Burr, 1995). The researcher is gathering qualitative data in textual 

form, intending to reveal patterns (Gergen, 1982; Creswell and Clark, 2017). In 

addition, the researcher is not detached from the research but is guided by getting 

involved. The researcher's influence should be acknowledged as part of the 

knowledge-creation process. (Collins and Hussey, 2009). 

Assuming the study would be positioned within constructivism to answer whether 

lean can be deployed effectively to Gen Y as a principle and method-based 

approach, it would consider the relationship between researcher and subject. 

However, the study clearly states that the outcome should demonstrate whether 

participants embraced lean (or not) through a changed work practice based on lean 

principles and methods. The expected result implies a transformational approach that 

can probably not be obtained from a constructivist perspective. Given the number of 

lean principles and methods introduced over time into Gen Y social situations, the 

interaction between researcher and participants needs to be more frequent to make 

sense of the Gen Y actual lean experience. The constructivist paradigm seems 

appropriate in regard to the social context. In addition, constructivism considers 

studying subjectivity instead of objective meanings, as outlined in positivism. 

Constructivism appears to be a good choice for the current study. However, it does 

not align with a study that intends to investigate whether lean principles and methods 

lead to a changed work practice from a generational perspective. Adopting 

constructivism might narrow the research of explaining some connection between 

lean and Gen Y through interviews. However, the reflective transformational insight 

regarding Gen Y’s experience with lean will not be addressed.  
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3.1.3 Interventionism 

Interventionism is located between both paradigms by adapting the interventionist 

(action) paradigm. The ontology of the interventionist using AR is that to enable 

social life, participants need to agree to social reality (Ransom, 2013; Bradbury, 

2015). That means social reality exists to a certain degree. People's needs and 

perspectives, however, influence it. Therefore, the reality is divergent, multiple, and 

based on how useful it is for people (Harwood and Eaves, 2018). The epistemology 

of this paradigm relies on engagement, relationships, a democratic approach, and a 

desire to develop shared interests regarding practical contributions (Braa and 

Vidgen, 1999; Bradbury, 2015). Knowledge is created by conducting deliberate 

actions, such as introducing lean principles and methods to achieve changes, such 

as increased transparency through daily communication to solve practical problems, 

such as prioritisation (Braa and Vidgen, 1999; Harwood and Eave, 2018; Tiitale et al., 

2020). The researcher does not limit the investigation to the research aim. It is to 

intervene (actions) to change a situation actively (Tiitale et al., 2020). Hence, it is a 

primary characteristic of interventionism as opposed to the two traditional paradigms.  

In contrast to the other two paradigms, data is gathered by conducting deliberate 

actions that provide interesting and rich empirical data (Tiitola et al., 2020). 

Therefore, the practice creates knowledge through ongoing processes (McNiff, 

2013). The researcher is not separate from the research but is seen as an engaged, 

active part while intervening in the process. This could be seen as a problem if the 

researcher is tempted to leave the neutral position because one is immersed in the 

object of the research (Jönsson and Lukka, 2007; Harwood and Eaves, 2018; Tiitola 

et al., 2020). Hence, the researcher's influence must be considered in Sections 3.4.1-

3.4.2. 

Interventionism aims to answer the research by introducing lean principles and 

methods to achieve changes in the participants’ work practices. Furthermore, 

interventionism provides the framework to gather data in a dynamic social process 

where participants reflect and share their experiences with lean. In addition, 

interventionism is not as individualistic as the constructivist paradigm. Constructivism 

believes in multiple realities, meaning every person has their own reality (concept). In 

every situation, the concept of the person changes. However, others do not agree 
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with it. Interventionism claims that a social process is dynamic and changes. In this 

dynamic structure, people can reach a consensus. Interventionism is a human 

approach. Gen Y can change their work practice and share their points of view while 

implementing lean principles and methods. In the quest to identify which elements of 

lean might be attractive to Gen Y, their adoption of it as a way of working 

interventionism will be the best way.  

3.1.4 Result and concretisation 

By establishing that an interventionist approach will be the best way to investigate the 

research aim, the study can ground the research in a qualitative approach and 

specify the methodological approach concerning data gathering, analysis, and 

interpretation.  

The choice of the research paradigm for this study is embedded in various 

considerations. The most influential consideration is how this study constructs and 

understands the research problem, articulating the aim and research objective. 

Second, the researcher's ontological and epistemological assumptions align with the 

interventionist paradigm. Taken together, the epistemological position for this study 

aims to gain knowledge and meaning through the engagement of all parties involved 

in the research topic. Knowledge will be rich, meaningful, and divergent. It will 

understand how Gen Y engages with lean, how they respond to the introduction on 

lean, how they behave, and the reason for it. It will understand how it was 

implemented to enable the Gen Y workforce to engage with it and their reaction to 

the researcher.  

The following section argues for a qualitative approach as the most suitable to find 

answers for this study by setting out the quantitative and qualitative approaches to 

contrast both approaches.  

3.1.5 Qualitative vs. quantitative approach 

The quantitative approach is related to the positive paradigm. The position in 

quantitive research is that there is one truth, and all phenomena are governed and 

explained by fixed laws. The researcher is detached from the subject of interest to 

ensure a value-free investigation. That means without influencing or being influenced 
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by the phenomenon (Guba and Lincoln, 1994; Mackenzie and Knipe, 2006; Lor, 

2019). The intent is to measure and analyse variables to interpret the findings 

mathematically. Methods include standardised steps, highly structured protocols, and 

surveys with closed questionnaires. In order to ensure that statical methods can be 

used, sample sizes are relatively large (Guba and Lincoln, 1994; Lor, 2019) 

Considering these above-described features, a quantitative approach will not be 

adequate for this study. This study investigates how Gen Y engages with lean and its 

relationship with Gen Y´s work view. It investigates how Gen Y responds to the 

introduction to lean, how they behave and reasons for it, how it was implemented, 

and their reaction to it. It is unavoidable to relate the data to the individual perception 

and experience of Gen Y. Otherwise; it might be just meaningless information.  

In contrast, the qualitative approach shares the characteristics of the interventionism 

paradigm. This approach believes in divergent realities and can only be understood 

through contextual interaction (Maxwell, 2012). The emphasis is on an in-depth 

understanding of the phenomena to explore underlying perceptions, actual 

experiences, or people's views (Creswell, 2012), as opposed to the statistical 

analyses of variables. Therefore, the researcher and the study objects are closely 

linked to creating the inquiry's findings (Denzin and Lincoln, 2011). Instead of a 

mechanical data collection process, the researcher is the primary instrument utilising 

focus groups, interviews, and participant observation (Denzin and Lincoln, 2011; 

Creswell, 2012; Maxwell, 2012; Creswell and Creswell, 2017). It enables the 

researcher to uncover insight into the participants’ perceptions and add meaning and 

richness to the data. Instead of the large sample size as representative of a vast 

group, in the quantitative approach, samples are small to articulate purposeful 

responses that provide meaningful information (Creswell, 2012; Maxwell, 2012). 

By considering the characteristics of a qualitative approach, this study argues that 

this approach is best suited for this study. It is aligned with the central theme of the 

study to conceptualise which elements of lean might be attractive to Gen Y and 

support their adoption of it as a way of working by exploring how they engaged with 

lean and why and their reaction to it.  
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3.1.6 Research aim and objectives 

As mentioned in Section 3.1.2, the research aim and objectives influence the choice 

of the research approach. In order to answer the research, it requires an exploration 

of how the participants’ experience lean in their work context. Furthermore, there are 

no predetermined hypotheses about how lean affected Gen Y's work view and 

whether a change in their work practice will happen. The aim is to explore how lean 

principles and methods can be transformed to meet the work expectations of Gen Y. 

The study aims to provide empirical insight into whether lean is an approach that 

includes working conditions to be embraced by Gen Y. It is expected that lean affects 

Gen Y behaviour and their potential to be engaged. The study expects to reveal how 

Gen Y engages with lean and its relationship with Gen Y's work view. In addition, the 

study will uncover Gen Y's reaction to the researcher and their colleagues involved in 

lean implementation. Therefore, the study will determine whether lean needs to be 

modified to be an effective model for Gen Y. 

Overall, the research aims to explore the deep and insightful meaning of participants’ 

understanding of and engagement with lean and their expectations about it in the 

future. In order to do so, the researcher needs to engage with the participants to 

uncover these meanings by implementing actions, collecting qualitative data, and 

analysing it by applying a qualitative research approach. It allows the researcher to 

experience the participants’ meaning-making process, witness any change in their 

work practice, and construct meaning through further analysis.  

As argued, the research aim and objectives require the researcher to be linked to the 

study participants to explore the findings. Therefore, action research (AR) as the 

methodology will be utilised, as well as participatory forms of data collection, such as 

focus groups and interviews, to unfold the perception of Gen Y.  

In summary, conducting qualitative research was based on two decisions. First, it 

was determined by the researcher's own ontological and epistemological 

assumptions. Second, it is rooted in the nature of the research objective. That means 

it is based on how the researcher framed the research aim and objective.  
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In Section 3.2, it is argued that AR is the best methodical choice for this study. This is 

followed by revealing AR's procedural plan, including data collection, recording, and 

analysis details.  

3.2 Action research as a methodological design  

As previously established, the study's ontological and epistemological assumption, 

including its articulated aim and research objective, grounds it as the most suitable 

research approach. That means it also has conceptual and practical implications 

regarding the methodology for exploring, assessing, gathering, and presenting the 

data (Ioannidis et al., 2014; Rehman and Alharthi, 2016). This study used AR as a 

methodology to provide insight into whether lean is an approach that includes 

working conditions to be embraced by Gen Y. Therefore, the study will determine 

whether lean needs to be modified to be an effective model for Gen Y and 

conceptualise the outcome. AR is aligned with all the above-described characteristics 

and will be explained in this section.  

Brannick and Coghlan (2007), Given (2008), Hayes (2010), McNiff (2013), Zhang et 

al. (2015) and Harwood and Eaves (2018) describe AR as a collaborative method for 

generating knowledge and implementing action. It is very well suited to apply in a 

business change environment. AR as a methodology operates on feedback and 

actions while facilitating collaboration between researcher and participants for 

change. AR combines action, reflection, practice, and theory in a participatory setting 

(Inquiry et al., 2001; Elg et al., 2020). This is an important distinction between 

traditional science regarding people's involvement by integrating action and research 

(Susman, 1983; Park, 2006; Hayes, 2010). By gaining new knowledge and sharing it 

immediately with the participants, the research process becomes a learning and 

change process simultaneously. Consequently, the action needs to be planned 

accordingly regarding the problem. In contrast, traditional science collects information 

to build a theory (Hayes, 2010; Eikeland, 2012; McNiff, 2013; Bradbury, 2015). 

Authors such as Susman (1983), O'Brien (1998), Given (2008), Brannick and 

Coghlan (2007), Hayes (2010), McNiff (2013), and Elg et al. (2020) associate AR 

with four essential contributions. First, it focuses on generating practical knowledge 

while improving organisational practice by identifying problems in order to achieve 
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solutions that resolve the situation. Second, it offers assistance using fact-finding 

procedures through several iterative cycles. Third, it is targeted to transform 

knowledge while the researcher is conducting some change by combining 

understanding and action. Finally, AR aims to bridge practical issues while 

researching them through joint participation and collaboration. Moreover, participants 

and researchers work together as equal partners to effect the desired change. 

Therefore, research and practice go hand in hand in real-time research. 

AR is a suitable method to guide the intended study because it is collective, 

reflective, and invokes change. This study applied AR to involve participants in 

implementing lean and a reflection process to understand their experience of the 

implemented change. It further included factors viewed as challenging or 

discouraging experiences and factors that worked well from the participant's 

perspective. Since the study aimed to establish what in lean matches Gen Y's work 

view and what needs to change in lean to be embraced by Gen Y, it is necessary to 

provide a setting where participants can share their thoughts, ideas, and feelings 

about lean. The intent is to share individual and collective experiences. Doing so will 

provide a first-hand insight while creating conditions for collective learning, as Argyris 

(1990) stated, to influence the organisational outcome (Zhang et al., 2015). 

Another factor in selecting AR is rooted in the research aim and objectives. The study 

suggests a possible transformation from a current work practice to a future work 

practice and examines any possible expectations that Gen Y participants might have 

about lean in the future. One should consider that time is needed to create an 

environment where a common understanding and a shared language can be 

established. A key element of this study is that participants know about lean because 

the study focuses on change (lean), which occurs via the participant's awareness and 

learning. With that said, AR was applied with iterative cycles. It follows specific steps 

to inform the participants about lean, develop an understanding of the meaning 

behind lean, clarify how lean will be implemented, and reflect on their suitability for 

this cohort. By doing so, the AR process fostered a theory-informed, focused, 

participatory, and transformational process as described by AR authors (Susmann 

and Evered, 1978; Inquiry et al., 2001; Brannick and Coghlan, 2007; Harwood and 

Eaves, 2018; Elg et al., 2020). The findings will discuss the process in more depth 

(4.2). 
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Furthermore, AR is suited for the study because the approach is aligned with the 

interventionist paradigm and its ontological and epistemology assumptions, which 

have three implications. First, social reality and common values must be agreed upon 

to enable social life (Ransome, 2013; Bradbury, 2015). Second, reality is based on 

how useful it is for people (Harwood and Eaves, 2018). This implies that meaning 

happens through communications via dialogues and materialises depending on how 

useful it is for people. Lean needs to be understood first and then implemented to 

acknowledge an alternative approach to their work practice and social reality. Next, 

lean is a construction based on how useful it is for Gen Y to solve their specific 

challenges at work within their department. Hence, it is important to emphasise a 

methodology that creates a routine research context where participants can 

systematically develop meaning about lean through dialogues and experiences. 

Third, from an epistemological view, knowledge is created through engagement from 

practice through an ongoing process (McNiff, 2013). That implies challenging the 

current knowledge status of the participants in several settings. It suggests forming 

an environment where participants can reflect on what matches Gen Y's work view, 

how it impacts their work view, and what needs to change in lean. That means that 

reflexivity within AR is part of the epistemology, as Johnson and Duberley (2000) 

suggested. 

In summary, AR as a methodology was chosen for three reasons. First, AR supports 

the research aim and objectives by bringing change to the surface. Second, AR's 

core principles align with the characteristics of the interventionist paradigm. Third, 

choosing AR as a methodology was also a personal decision. As James et al. (2011) 

stated, the vital difference between AR and other research methodologies lies in the 

desire to change the situation positively and measure this change. It has to be noted 

that this study is not only looking for answers to the research objective; it is 

passionate and curious about how to evolve lean through the lens of Gen Y.  

3.3 Research setting  

Before describing the procedural plan of AR in detail, the following section provides 

insight into the selection criteria and participant size (sample size). Next, the 

participant´s profile and the organisation will be introduced as they impact the action 
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research's process and outcome (Shani and Pasmore, 1985). It will deepen 

understanding of the procedural plan and the chosen data collection instruments. 

In qualitative research, participants are selected with the intent to provide the 

necessary information. The researcher applied a non-probability sampling approach 

and, more specifically, a purposive sampling strategy to select the participants. This 

sampling approach is subjective, and the number of participants is not proportionally 

related to the needed information (Blumberg et al., 2014). A purposive sample is a 

‘non-probability sample in which the researcher uses a wide range of methods to 

locate all possible cases of a particular and difficult-to-reach population’ (Neumann, 

2013, p. 267). Silverman (2013) explains why this approach is applied in qualitative 

research. This study applied a purposive sampling strategy because of (a) the 

particular preselection criteria of the research, (b) necessary access to an 

organisation, and (c) in-depth data was required from the participants (Bryman and 

Bell, 2015; Creswell and Clark, 2017) 

3.3.1 Sample criteria, sample size, and access 

The central tenant of this research is to investigate how Gen Y engages with lean 

and how its relationship with it determines the participants’ profile. First, being part of 

the Gen Y cohort, the target group under investigation is required to provide the 

necessary view. Second, participants needed to be currently employed. Work 

experience ensured participants had already worked to articulate their work 

expectations regarding the work environment, such as goal setting, tasks, processes, 

and collaboration. The number of participants (sample size) was based on generating 

as meaningful information as possible and is aligned with the qualitative approach 

(Creswell, 2012; Maxwell, 2012). That means the number of participants might be 

small, but the data gathered might be large considering their significance and nature 

(Fossey et al., 2002). The research aims to explore how lean principles and methods 

can be transformed to meet the work expectations of Gen Y, which means creating 

an environment where the participants can learn and operate collaboratively. 

Working with a smaller group involved in the social phenomena where sharing is 

more of a dialogue will uncover the relevant information. 

The selection criteria were based on four simple facts. First of all, it depended on the 

above-described participants’ requirements. Second, participants needed to be 
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willing to participate in the research. Willingness means openly sharing their 

perception, implementing lean principles and methods and using them, being part of 

the data collection process, and ultimately spending their time in the research 

process. In addition, time is needed to build a collaboration between the researcher 

and the participants, as required for AR (Section 3.3). Third, access to a company 

was needed to select participants since the researcher did not conduct the research 

in her place of work (Chapter 3.9 History of the researcher). Fourth, the company 

needed to be willing to commit a considerable amount of time to their participants’ 

resources within their view of an uncertain outcome regarding the company's benefit. 

Ideally, the Gen Y participants would be in one department to experience a similar 

working environment and be used to working together. Therefore, a suitable 

company would have a management team or senior manager who believes in lean 

benefits.  

Considering the above criteria, access was a concern regarding the company and 

participants. A suitable company was identified, and access was granted through a 

pool coming from a professional network using personal contact. Next, the 

company's respective available contact persons were contacted directly via phone. 

The research outcome, intent, and necessary participation in terms of time and 

engagement were introduced. If the initial contact person responded positively to the 

research request, a meeting was arranged with the accountable managers. As the 

process continued, the growing concern was to ensure that a department within a 

company was comprised of Gen Y members. The entire process of identifying and 

presenting the research to an accountable manager was repeated four times. As a 

result, a company was identified who was willing to be part of the research and met 

the criteria. The reasons for the agreement to participate and the company's 

commitment were that the responsible manager was a lean fan with a fundamental 

belief that the research aim would help with current issues within the department.  

3.3.2 Participants’ profile, organisation 

The participant group in this research comprised nine male participants who served 

as the primary source of the study. These nine participants are all employees in one 

department, including the department head. All nine participants met the 

requirements and were willing to participate in the research. Moreover, the company 
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did not permit a bigger team for capacity reasons, such as time. The size of nine 

reflects the desire to obtain rich and insightful data. Furthermore, it is in alignment 

with AR to collaborate, identify issues and implement lean for Gen Y to (a) change 

their work practice, (b) evaluate the lean implementation, and (c) conceptualise the 

outcome. In addition, AR as a methodology permits the validation of the outcome for 

groups of smaller sizes compared to other research methodologies. Also, different 

data-collecting techniques are applied to obtain the necessary information. 

Therefore, a group of nine is sufficient for the study's intent. 

The nine identified members work full time and can show sufficient professional 

background, e.g., years in industry or qualifications. Table 8 displays the participants’ 

profiles. It should be noted that the names of the participants were changed to 

ensure anonymity, and any indication of the department functions and participants’ 

roles were simplified to ensure anonymity. The participants are assigned to three 

sub-teams based on their tasks. The pilot group will be referred to as the team. One 

participant worked in two sub-teams due to his tasks. The participants included the 

manager of the team. The entire team was part of the Gen Y cohort determined by 

their age, according to Jones et al. (2018, 2019) from 1977 – 2000. 

All participants were male, and given the challenges in accessing an appropriate 

group, gender was coincidental. Regardless of any possible gender bias, participants 

were still individuals. For example, one participant seemed incredibly introverted and 

not outspoken in front of the group. Two other participants had only worked for a few 

years and had limited professional experience. However, they were very open-

minded to new topics (lean). One other participant seemed very analytical and could 

communicate well while maintaining a neutral position. 

In contrast, another one seemed outspoken and opinionated to influence the team. 

Then, some participants provided a cheerful atmosphere while being considerate of 

the needs of others (i.e., opening windows and bringing cake). As mentioned, despite 

the male gender, their unique characteristics varied from one participant to the other, 

bringing diversity to the study. The implications of this gender bias for the research 

findings are considered in Chapter 7. 

The department is accountable for services, such as planned maintenance, repair, 

and commissioning. The team helps the end customer with any technology-related 
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problems that might occur with the provided product. The objective for the team is to 

solve the issues promptly by pulling on their internal expertise, analysing a written 

customer complaint, or inspecting the product on-site. Customer problems vary, and 

solving them can take days or weeks. Unforeseen issues can arise, forcing 

individuals to start identifying and solving the problem from the beginning. In this 

organisation, the service department has three roles.  

The first role is to analyse the customer's complaints, measure them, and define 

actions. This means being a service partner to the customer. The second role is to 

dispatch external partners, such as field technicians. The second role includes 

steering and managing the relationship with the field technicians. The third role 

includes being in charge of end-to-end testing regarding new releases of new product 

features. It manages smooth product feature releases. The three sub-teams work 

together but have not necessarily worked together effectively. However, they share 

the same processes and outcomes. The team has multiple internal partners and 

interfaces. The senior manager of this unit suggested that this team participate in the 

present study to identify ways of improving their department performance (reducing 

customer complaints) and working relationships, e.g., an increase in knowledge 

sharing. 
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Participant 
Code 

Gender 
Year of 

birth 
Professional 
years overall 

Qualification 
Key 

responsibilities 

AA Male 1985 18 years Bachelor of Engineering Office worker 

BB Male 1994 2 years Industrial Clerk (A-level) Office worker 

CC Male 1978 10 years A-level Office worker 

DD Male 1990 6 years Master of Science Office worker 

EE Male 1988 15 years Bachelor Ing. B.Sc Office worker 

FF Male 1993 1 year Master of Science Office worker 

GG Male 1989 15 years A-level Office worker 

HH Male 1995 6 years Master of Science Office worker 

II Male 1986 15 years Dip. Ing. FH Manager 

Table 8: Participants’ profile 

The company where the study occurred shall remain anonymous; however, the 

following details have been disclosed. Figure 6 illustrates a simplified organisational 

structure to show the research group's location. The research involves participants 

from one department reporting to one Business Unit Head as a senior manager. The 

company is based in Europe and is publicly owned. It is industry-focused. 

Furthermore, it is organised by functions, of which the study was conducted solely in 

one department. Due to a non-disclosure agreement, additional company details 

cannot be revealed because they are company property. Nevertheless, a large 

organisation's complex configuration, structure, regulations, or culture impacts its 

employees. To keep the scope of the study manageable, the impact a structure, 

culture, management practice, and leadership might have on employees other than 

lean is out of scope. 
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Figure 6: Simplified organisational structure 

3.4 The procedural plan of action research 

Lyotard (1979) encourages handling the design of AR like a piece of art. With that 

said, this section is dedicated to describing each facet of the methodology design. 

The data collection methods will be presented in the next section.  

The research design included four formal AR cycles. Each cycle consists of five 

steps (diagnose, action planning, action taking, specified learning, and evaluation), 

followed by Susman (1983). The entire AR duration was an engagement of nine 

months. It started with the individual interview sessions in January 2021 and finished 

with the last reflection in October 2021. The four cycles are displayed in Figure 7 and 

show the research plan outlined for this study.  

Cycles were run overlapping one another or conducted in parallel. This is because a 

cycle may last upwards to three months each. The five steps of each cycle introduce 

a specific principle or method, followed by training, implementation, and usage of 

each principle or method. Each principle and method requires time and repetition for 

participants to understand better and utilise them. If cycles were conducted in series, 

e.g., one cycle was conducted to completion before the next cycle began, research 

would last years, not months, thus the reason for overlapping the AR cycles as 

illustrated by Figure 7. The learnings from one cycle were integrated into the other 

cycles, either running or scheduled to start.  



 

PhD H Pschibilla.doc 102 

 
Figure 7: AR cycle process 

The first cycle was the beginning of AR, and we went through a comprehensive 

diagnosis and action-planning session with the participants. The first diagnosis and 

action-planning session served as a baseline for the subsequent three cycles and 

was reviewed to check if the original plan needed to be revised before starting 

another cycle. The first cycle raised awareness for lean by implementing Shop floor 

management (SFM) and continuous improvement (CIP). The second cycle 

introduced process mapping as a new method while still applying the principles and 

methods from Cycle 1. Cycle 3 introduced PDCA and created a linkage with the 

proceeding methods that were introduced. Cycle 4 was the last cycle conducted. It 

consisted of the deployment of HK. After the third step of action-taking, a collective 

evaluation and learning discussion was conducted. The intent was to reflect on the 

consequences of the implemented lean principles, methods, and human factors and 

identify common themes. The intention was to reflect upon the overall evolution 

toward lean within the teams and how lean was embraced over time. With that, 

guided questions were developed for each evaluation and learning step within the 

four cycles. The focus was on lean perception, challenges, encouraging experiences, 

and possible modification for lean through the lens of Gen Y. Appendix 11 displays 

an example of the guided questions.  
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AR is emergent by design, and the team and unforeseen challenges could have 

modified the intended design. However, this aligns with the idea of a democratic 

approach by facilitating empowerment. It also serves as proof of validity since the 

process is supposed to include learnings from the previous cycles. For this study, the 

diagnoses and action planning conducted in the first cycle were reviewed and slightly 

altered for Cycle 3. Instead of just focusing on PDCA and teamwork as planned, the 

principles of CIP were necessary to discuss in more detail in Cycle 3 again. 

Anchoring CIP as a habit was extremely difficult for the participants. Furthermore, 

time was needed in cycle three to clarify the connections between principles and 

methods.  

In line with Susman (1983), Checkland (1991, 2010), and Coghlan and Brannick 

(2001), this study adopted a lean and Gen Y theoretical framework (Chapter 1) in 

order to inform and aid interpretation of the research. This facet is important because 

the difference from day-to-day problem-solving implemented by practitioners lies in 

the informed action underpinned by a deep theoretical consideration (Coghlan and 

Brannick, 2001; Harwood and Eaves, 2018). 

Furthermore, additional thoughts guided the study in designing the research 

according to the AR literature. These are explained below. 

3.4.1 An ‘insider-outsider’ role 

Following Susman and Evered (1978), Bartunk and Louis (1996), Buchanan and 

Bryman (2007) discussions, and, in particular, considering the role of the researcher 

in an AR study, this study adopts an insider-outsider role as a researcher inside and 

outside of the AR process and the phenomenon under investigation. This position 

influenced the research design and, possibly, the outcome. By embracing this role, 

the researcher's lean experience supported the team's process to transfer the theory 

into actionable items.  

In order to further understand the duality of the insider-outsider role for this study, it is 

necessary to clarify its meaning. One characteristic of AR is the input of the 

researcher and its involvement in it (Susman, 1983; Checkland, 1991, 2010). The 

researcher's task is to process the participants’ learnings and to plan the following 

action so there is input on what happens as the next step. According to Fricke 
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(2004), the requirement for the researcher includes an insider and outsider role in 

research. Fricke (2004) explains this role's duality as being engaged in the process 

that puts the researcher in an inside position. 

Furthermore, reflecting on the process before, during, and after the action would be 

considered an outside perspective. In addition, Palshaugen (2004) states that the 

distinguishing feature between descriptive, empirical research and AR is the 

researcher's experience during the process. Palshaugen (2004) and Vickers (2005) 

emphasise that the researcher must trust their judgment and experience while 

involved in the process. The researcher's experience indicates proximity to the 

phenomena and is considered an insider.  

In this study, the researcher was an insider and outsider to the AR process and the 

phenomenon under investigation. First, the process included conveying lean 

knowledge, conducting interviews, action-planning sessions, focus groups, making 

notes, interpretations, analysing, writing, and reflecting on what was said or written to 

support the research aim. The outside view included stepping back to consciously 

separate the engagement with the participants during the action-taking, interviews, 

and focus groups while embracing the role of an outsider. For example, to record, 

theorise, and even be a decision maker to some extent by retaining a level of 

authority regarding being the researcher and subject matter expert. Second, inside 

the phenomenon, for this study, it means working full time so that the researcher 

could relate to the participants with all the issues working for a big company. More 

importantly, the researcher is an insider regarding lean. The researcher understood 

the complexity of it and learned the benefits of lean, including the potential it holds for 

companies and employees. More detail regarding the researcher's history and 

knowledge is presented in section 3.9. Outside the phenomenon means the 

researcher is not part of the Gen Y cohort. There was no current understanding of 

how Gen Y views work or personal experience of being raised by over-protecting 

parents. Also, the researcher can not relate to the affinity for technology at work or in 

life. 

In conclusion, there is proximity and distance to the research phenomenon and its 

process for the researcher. As Osborne (1990) and Vickers (2005) cautioned, the 

researchers' perceptiveness and sensitivity will design, analyse and interpret the 
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findings. The strategy for ensuring the required sensitivity was reflectivity in the form 

of a research dairy.  

In full disclosure, this perspective of an insider/outsider role in AR is different from 

Bennis (1991), Coghland and Brannick (2001), and Brannick and Coghland (2007), 

who define an insider as being part of their organisation. In this scenario, the 

researcher needs to balance the researcher's role and the role held in the 

organisation. At the same time, Bartunk and Louis (1996) define an insider/outsider 

team as a collaboration between the researcher outside the organisation and the 

team members being part of the organisation. Adopting this perspective for the 

current study does not fully comprehend the duality of the researcher's roles, as 

explained before. 

3.4.2 Relationship between researcher and participants 

AR authors, such as Susmann and Evered (1978), Brannick and Coghland (2007), 

Eikeland (2012), McNiff (2013), Bradbury (2015), and Elg et al. (2020) highlight the 

importance of collaboration between the researcher and the participants. 

Collaboration is crucial because it builds commitment, increases the likelihood of 

change, and determines the outcome (Susman and Evered, 1978; Holgersson and 

Melin, 2014; Zhang et al., 2015). The outcome of AR depends on the creation of new 

knowledge, the development of learning capabilities (Shani and Pasmore, 1985), and 

the participation of the concerned members (Bradbury, 2015). A good relationship 

between the researcher and the participants is built on shared languages, equality of 

influence, trust, and concern for each other (Shani and Pasmore, 1985). Zhang et al. 

(2015) state that collaboration and a successful outcome are based on the 

participants' perceived benefit in joining the research.  

In contrast, a negative relationship between the researcher and the participants can 

result in a low impact due to negative aspects of team dynamics such as group 

thinking and consensus-seeking behaviour. It can also result in the Abilene paradox, 

avoiding conflict and agreeing to sub-optimal solutions (Walach, 2005). Tension 

between the researcher and participants may impact the relationship, resulting in the 

above-described issues. Examples of tension are power imbalance rooted in the 

researcher's perceived authority, lack of participant integration in the AR process, 

unclear instructions from the researcher side, the unclear benefit for the participants 
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by joining an AR study, and the goal-conflict between organisations and researchers' 

objectives, reduces trust and results in a non-acceptance of the researcher 

(Björkaman and Sundgree, 2005; Brannick and Coghlan, 2007; Buchanan and 

Bryan, 2007, Bradbury, 2015; Zhang et al., 2020). According to Avison et al. (1999) 

and Holgersson and Melin (2015), it is the researcher's responsibility to avoid conflict 

and negotiate through the process.  

These challenges were addressed by following the AR literature on conducting AR. 

1. Consideration of the potential power imbalance rooted in the 

researcher's perceived authority. Participants were invited to an initial kick-

off meeting to learn about the research objective, process, and participants’ 

roles. The desire was to enable the participants to join willingly and address 

any concerns or questions about the research they might have (4.2.1). In 

addition, the kick-off was a means to familiarise the researcher and establish 

trust. Next, at all stages of the AR process, all participants were invited to 

participate (however, because of vacation time or other particular 

circumstances, not all participants could attend all the time). The researcher 

viewed the participants as equal while acknowledging their insight as part of 

the Gen Y cohort. The researcher's mindset was to understand their 

experiences about an underdeveloped phenomenon deeply. As already 

described, the strategy for being aware of the power relation was reflectivity in 

the form of a research diary.  

2. Integration of participants into the AR process. An important connection 

between the researcher and the participants is demonstrated through the 

dialogue. Following Bartunek and Louis (1996), Brannick and Coghlan (2007), 

and Elg et al. (2020) advice, participants were engaged in the data gathering, 

action planning, and evaluation of the learnings. It created involvement and 

commitment by the participants because their input influenced the following 

lean principles and methods to be implemented. Also, outcomes derived from 

interviews and focus groups were shared openly with the participants. In 

addition, participants were actively involved as part of the member's check at 

the beginning of the coding. It ensured collaboration and the desire to seek a 

true reflection of meaning. More detail is provided in Section 3.7, data 

analysis.  
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3. Ensuring a clear methodology approach – instruction to the participants. 

Authors such as Braa and Vidgen (1999), Coghland and Brannick (2001), 

Björkmann and Sundgree (2005), Vickers (2005), Bortz and Döring (2006), 

and Ransome (2013) suggest guiding the participants through the 

methodology. According to the above authors, it implies empowerment instead 

of simply listening to the participants' ideas, coming across as ill-prepared. 

Fricke's (2004) understanding of guiding comprises the researcher's 

competence in different methods, such as conducting interviews or focus 

group sessions. More important, in the view of Fricke (2004), is the ability in 

areas such as empathy or circular questions. This challenge was approached 

by designing the action planning, action taking, evaluation, and specified 

learning settings. Furthermore, interview questions, diary themes, trainer 

notes for the action-taking sessions, and focus group guidelines were 

designed to stimulate and encourage the dialogue between the researcher 

and the participants. As to Fricke’s (2004) view, the researcher is a certified 

coach and facilitator and, therefore, trained and practised in the art of 

communication techniques and facilitating groups.  

4. Addressing the research benefit for the participants. As Zhang et al. 

(2015) pointed out, a successful collaboration is based on the participants' 

perceived benefit in joining the research. The participants' desire to learn 

about lean and its implementation was viewed as beneficial. In addition, the 

participants were curious to be part of the research process. Finally, there was 

the potential to develop valuable actions to improve their work practice and 

increase their performance. These points were explicitly emphasised in the 

previously mentioned kick-off.  

5. Considering a potential goal conflict between organisations and 

researchers' objectives. According to Björkmann and Sundgree (2005), 

Brannick and Coghlan (2007), and Holgersson and Melin (2015), AR studies 

are threatened by managerial implications or their objectives instead of the 

one of the research. Despite the managers' direction, it is the researcher's 

responsibility to stay its course. In order to avoid this potential pitfall, this study 

clarified the research aim, objective, and approach in written form and 

discussed it during a personal meeting with the senior manager in charge. In 

addition, the team's direct manager was part of the Gen Y cohort and, by 
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definition, part of the study. This role enabled the manager (like the other team 

members) to influence the selection of lean principles and methods based on 

their department's problems.  

As pointed out, creating fruitful and beneficial interaction between researcher and 

participants is no simple task. This AR study embraced several choices regarding its 

approach.  

The data collection for the cycles was primarily interviews, focus groups, diaries, and 

feedback on the interactions during the action-taking steps. Each of the data-

gathering methods is described in Subsection 3.5.  

3.5 Data collection instruments 

Authors like Inquiry et al. (2001) and Costley et al. (2010) urge that the selected 

methods within action research should embrace the underlying position of 

collaboration and not just be used as hard data collection methods. In alignment with 

the qualitative approach, the study uses multiple data sources for two reasons: to 

gather rich data to understand the phenomena best and to connect various data sets 

for increased trustworthiness (Craig, 2009). For this reason, this study used four 

primary types of qualitative data collection methods: interviews, focus groups, diaries, 

and handwritten material produced during and after the action-taking steps. However, 

an emphasis was placed on the focus group and the last interview to correctly 

address the research objective and understand how and why participants perceived 

and embraced lean (or not) rather than collect conditions regarding lean. Next, the 

data sources are critically described. 

3.5.1 Interviews 

Interviews were applied twice during the AR process. First, during the AR process's 

first cycle (diagnose step), data was collected through semi-structured qualitative 

interviews. Second, during the last cycle (learning step), data was collected through 

unstructured qualitative interviews. According to Richards (2003), Bortz and Döring 

(2006), Guthrie (2010) and Bryman and Bell (2015), in qualitative research, 

interviews can be distinguished between structured, semi-structured, and 
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unstructured ones. Each interview type will be discussed briefly, and the reason for 

the chosen one will be substantiated.  

The design components of a structured interview are questions in a closed-end 

format, with almost no variation and no follow-up questions to ask that would enable 

corroboration. In addition, the interviewer needs to be cautioned not to influence the 

interviewees' responses. The intent is to generate quantitative data rather than 

qualitative data. Consequently, the participants’ responses would be limited and 

unhelpful if depth and insight were required (Richards, 2003; Chapman et al., 2005; 

Bortz and Döring, 2006; Neuman, 2014; Hancock et al., 2019). In contrast, 

unstructured interviews can be described as guided conversations. They usually 

open with simple questions, such as Can you tell me about your experience with lean 

the last six months. The questions progressed during the interview, primarily on the 

participants' initial responses. Unstructured interviews provide limited guidance on 

the subject and can be time-consuming. However, the researcher's task is to lead the 

conversation, steer it, and bring it back to the study focus.  

Nevertheless, such an interview is usually conducted where more inside and depth is 

required (May 1991; Bortz and Döring, 2006; Myers and Newmann, 2007; Guthrie, 

2010). In comparison, semi-structured interviews consist of a combination of several 

open-ended questions in order to define the topic to be explored. Applying the same 

open-ended questions increases comparability in the analyses. Furthermore, the 

interviewer can differ from the questions to explore a response in more detail. This 

flexible framework facilitates a process where participants are guided with 

similar/same questions while the open nature of the questions encourages them to 

elaborate on essential information for the participants. With that, it leaves room to 

include new issues or topics that the interviewer had not anticipated. The advantage 

of a semi-structured interview in relation to a structured or unstructured one lies in its 

explorative character. It is the ability to encourage participants to have a dialogue 

about their thoughts and actions through open-ended questions and still be able to 

order the questions depending on the participants’ responses (Mason, 2002; Bortz 

and Döring, 2006; Ritchie et al., 2013; Yeo et al., 2014; Brymann and Bell, 2015; 

Creswell and Clark, 2017). The semi-structured interview is like a guided 

conversation to enrich the data and seek more clarity in explanation.  
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The unstructured and semi-structured interview types were chosen as the most 

appropriate ones for several reasons. First, both interview types support a free 

sharing of the participants’ insights about their experience of understanding and 

implementing lean using their words. Second, both provide thick descriptions 

because of the captured rich meaning during the interview. Third, both types open up 

the opportunity to add more questions depending on the participants’ responses. 

Susman (1983), O'Brien (1998), and Riel (2010) give specific reasons for conducting 

a semi-structured interview. These authors advise a dialogue between the researcher 

and participants to identify and understand the current issues of the participants as a 

starting point for the AR process. The interview questions were designed to elicit the 

participants' experience with lean, their work view, and any problems regarding their 

current workplace. It served as step one (diagnose) in the AR process to 

comprehend the pilot group's view on the topic and plan the outgoing AR cycles. 

Another reason was to professionally encounter the participants to gain their trust 

(Chapter 3.4.2) by providing a guided framework. The need for more rich data 

determined why an unstructured interview was conducted at the end of the AR 

process. Topics were the participants' progress on the lean implementation, how it 

impacted their work practice and whether the team members noticed a changed work 

practice or even attitude at the time (Chapter 4.1). 

Both interviews were not explicitly designed based on the literature review to explore 

theoretical perspectives but to enable shared and specific experiences, emerging 

perspectives, and any other insight. However, interviews (semi-

structured/unstructured) were crafted and conducted with an awareness of the 

research aim/objective and key aspects of the literature. That means they aligned 

with the research's purpose (Creswell and Clark 2007). The overall intention was to 

empower the interviewees to reflect on their experiences as part of the collaboration 

in AR. 

Testing the semi-structured interview proved to be as crucial. It assisted in ensuring 

to clarify the meaning of the questions for the participants. With the literature in mind, 

two pilot semi-structured interviews were conducted. The first pilot was intended to 

test the meaning of the participants and whether the questionnaire was appropriate 

for planning the AR cycle and, in particular, the first action-taking step. The second 
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pilot intended to verify any changes made in the first pilot. The overall outcome was a 

detailed research protocol (Chapter 3.5.1.5) 

3.5.1.1 Selection and profile of the two pilots 

As previously described, the first pilot study aimed to determine whether the 

questionnaire was appropriate for planning the first intervention and whether the 

meaning of the questions was clear.  

The pilot study participants comprised four females and one male, all of whom were 

representatives of Gen Y. Participants were chosen from a pool of candidates from a 

professional network of peers and colleagues. This network allowed for access to 

participants based on existing relationships. Building this existing relationship helped 

ensure the participants' voluntary willingness to participate in the interview. All the 

participants responded positively and were ready to cooperate. The participants 

came from various industry sectors, such as mechanical engineering, the food 

industry, and other administrative professions. The participant profiles of both pilots 

are available in Appendix 6.  

A call was placed directly via telephone, and a time for the interview was arranged. 

Each participant was individually interviewed online via Microsoft Teams. This format 

provided speed and flexibility in organising the interviews by eliminating travel time. 

Furthermore, the interviews were conducted at the participants' workplace or home 

and, therefore, did not interfere with the participants' daily activities. All questions 

were answered, and feedback was given to evaluate the interview's quality, 

comprehension, and allotted time. It was decided to change and modify some of the 

questions (Section 3.5.1.3 Pilot outcome). Four new participants (see Appendix 6) 

were contacted from the same network pool, and a second pilot was conducted to 

verify the changes made in the research protocol. 

3.5.1.2 Description of the first pilot 

The first pilot study was intended to test the interview process, such as setting, 

technical errors, appropriate questions and wording, to plan the first Intervention. 

After each interview, the setting and the questionnaire were discussed with the pilot 

participants to clarify any confusion about language or questions. It was also the 
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pilot's intent that the researcher receive feedback regarding a general perception of 

the dynamics between the pilot participants and the researcher. The interviews were 

conducted in German, making it necessary to develop the questionnaire in German. 

Having read and written English literature, an unforeseen and underestimated 

challenge was finding the correct German words to express the same meaning. The 

first pilot was critical in that it was the means to test the wording of the questionnaire. 

3.5.1.3 The outcome of the first pilot 

During the first pilot, participants pointed out that the online setting allowed for faster, 

more convenient scheduling of interview sessions. It fits better into their daily routine. 

There were no technical issues reported back. 

The participants commented that the questions were complex but insightful. They 

emphasised the importance of reflecting upon the answers. Some participants 

highlighted the issue in answering the questions in regard to value. They lacked a 

standard definition and examples of values. Two participants stated that the 

questions were too long and suggested they be divided into sub-questions. One 

significant point was to include questions that capture the current workplace's 

perception and the desired state. Based on this feedback, two more questions were 

added. Table 9 summarises the outcome of the first pilot. 
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The outcome of the first 
interview pilot 

Outcome 

Determine if there are any 
issues or errors embedded 
within the questionnaire 

The participants reported that they liked the questions. They 
completed all questions in the allotted time. The participants were 
inquisitive and engaged. They also responded to all questions. 

Proof the questions in order 
to ensure they are 
appropriate for the intended 
audience 

Feedback given was that the questions required deep thought, 
concentration, and reflection and were found to be very interesting. 
Additionally, feedback given regarding question one focused on 
values was that there was a strong misconception of what value is. 
i.e., no unified understanding of the definition of values. 
Also, question two was considered too complex and thus not easy to 
answer. 
In regard to questions six, focusing on team activities, a rewording of 
the question or a standard definition of teamwork-based activities 
needs to be given. 

Determine if the allotted time 
is adequate for performing 
the interview sessions 

The time for the interview sessions was sixty minutes, which was 
considered adequate for thoroughly completing the interview 
sessions. 

To get an understanding of 
the current state situation in 
order to properly plan for the 
interventions. 

Overall, the interview sessions generated good qualitative data in 
order to gain an understanding of the current state. However, a 
deeper, more emotional response was lacking. Therefore, two 
additional questions targeted at participants' feelings were added  
to trigger an emotional response. 

Table 9: Outcome of the interview pilot  

Having completed the first online pilot interview session, the next step was to assess 

whether the participants’ responses supported the interviews' intent. The participants’ 

responses were read, compared, and marked, finally connected to lean principles, 

methodology, and tools. In other words, a handcrafted mind map used as a visual 

indicator demonstrated that the questionnaire was adequate. 

Further, it was interesting to see that the participants' responses would answer the 

current workplace situation. Through a lean lens, the available answers indicated the 

relation between values, behaviour, lean principles, and methodology.  

After evaluating the participants' answers and reflecting upon their feedback and 

reactions, the next step was to adopt changes to the questionnaire.  

3.5.1.4 Description of the second pilot 

A second pilot interview was conducted before the field research. The intent was to 

test whether the changes in language and wording would be appropriate for the 

intended participants and the required time for the interview session. The newly 

added questions were tested to determine whether they would generate a more 

emotional response and lead to rich and insightful data. Participants were chosen 
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from the same professional network pool, and feedback was given at the end of the 

interview session.  

The second pilot group's overall impression of the questionnaire was that the 

questions were engaging and well-structured. They were broken down into prompting 

questions and deeper probing support questions. They were also easy to 

understand, and the researcher's support questions helped them give more detailed 

answers. One participant commented that he could answer because he could relate 

to the questions. No specific feedback was required to change the questions, the flow 

of the questions, or the setting. 

Given that the primary intention of the interview was to understand the underlying 

perception of lean, values, and workplace issues, the second pilot group was 

evaluated regarding rich emotional responses. This should contribute towards 

planning the first intervention based on the participants' feedback. 

The participants’ responses were read. The answers related to feelings, emotions, 

and perceptions of workplace settings and behaviour were colour-coded. This 

technique revealed a sufficient indicator to see whether the questions stimulated 

emotional, insightful answers. In other words, the results were positive; no changes 

were required. The interviews had no feedback regarding warm-up, setting, 

atmosphere, structure, preparation, and interview closing. All participants felt that it 

was a very well-conducted and interesting interview. 

3.5.1.5 Interview protocol 

Simultaneously, the interview protocol was developed, comprised of the participant's 

consent letter, the biographical data checklist, a timetable to coordinate the 

interviews, the interview questions, and steps to be followed during the interview 

(Appendix 1-5). The ethos of the dissertation reinforces self-reflection. Self-reflection 

allows one to be aware of one's role. Therefore, a research diary was set up for self-

reflection, to take notes during the interviews, and to further the entire research. The 

research diary was important for stepping into the inner dialogue and reflecting upon 

the AR process while implementing lean. More details will be introduced in Section 

3.5.4.  
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Another point to be considered is to be personable at the beginning, during, and at 

the end of the interview sessions. Since the interviews were conducted between two 

strangers while exploring sensitive questions, it was natural to assume a certain 

hesitance. Given these circumstances, the interviewer carefully created a welcoming 

and easy-going atmosphere by first explaining the research aim and questions. 

Reassurance of voluntary participation and confidentiality of the interviewee followed 

this. Participants already agreed in the letter of consent to be recorded during the 

interview. All nine interviews were conducted and recorded online via Microsoft 

Teams. Participants were at home or in their offices. The interview session was 

scheduled for 60 minutes and lasted between 30 and 40 minutes (see Appendix 4). 

The following steps were undertaken for the initial interview sessions. 

Step 1 – participants were contacted via E-mail, and an interview time was proposed. 

Step 2 – interview times were confirmed, and Outlook invitations via Microsoft Teams 

links were sent to the participants. In case of technical issues, a Zoom link was 

provided in the same Outlook invitation as a fallback. 

Step 3 – once the participants confirmed the Outlook invitation, they were asked 

some background questions. The interview guideline was sent to the participants 

upfront. 

Step 4 – before starting the interview online, the intent and recording of the interview 

were repeated to the participants.  

Step 5 – conducting the online interview with functional video. 

Step 6 – At the session's end, the interviewer thanks them for their time. Participants 

were asked for feedback regarding the interview session. 

Step 7 – since participation was voluntary, a nonresponse from the participants was 

considered. Two approaches were considered: If the participants did not understand 

the question, the researcher reworded the question. If the participants’ nonresponse 

was associated with being uncomfortable to answer, the researcher reminded them 

of their right to stop the session or move on to the next question.  
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3.5.2 Focus-groups 

According to Sofaer (2000) and Bohnsack (2004), focus groups in qualitative 

research are a type of group interview for data collection. The intent is to reveal 

different perspectives and views of the participants while simultaneously exploring 

specific issues related to the research topic. In addition, focus groups are applied to 

reflect on people's feelings and perceptions or to evaluate concepts or strategies 

(Morgan et al., 1998; Krueger, 2015). 

Four core elements characterise focus groups. First, the subject in question is 

brought into the group by the researcher; second, the generated data is the result of 

the interactions and answers of the group; third, the discussion is moderated by a 

facilitator using guiding questions. Finally, the topic is introduced by concrete 

information, such as short presentations, film excerpts and slides to steer the group's 

focus. These components make focus groups an independent research method and 

distinguish them from interviews or written surveys. The discussion results reflect one 

of the participant’s individual opinions and relate on the other side to the exchange 

and discussion process of the participants (Morgan et al., 1998; Bohnsack, 2004; 

Krueger, 2015). 

Consequently, focus groups possess a high information density and depth of 

information because of the synergetic quality. Despite the advantages, there are 

some weaknesses associated with focus groups. First, the group dynamic can be 

challenging for the facilitator; second, there is a risk of group-think or dominating 

participants (Belk, et al., 2013; Jones, 2014), which would hinder the exploration of 

different perspectives. Finally, the facilitator is central in the process and can 

influence the group discussion's content (Guthrie, 2010; Jones, 2014). 

Focus group sessions were chosen as a second data-gathering method. First, in line 

with the characteristics of AR, focus group sessions facilitate collaboration between 

the researcher and the participants (Costley et al., 2010; Hayes, 2010). Second, the 

design of AR requests an evaluation/specified learning steps. Focus groups were 

used to reflect and learn about the implemented lean principles and methods. The 

group dynamic allowed exploring different views by discussing various participants’ 

perceptions over time. This conflict in opinions offers a more realistic outcome of 

what participants believe. For example, the appropriateness of the lean principles 
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and methods, whether their work practice has changed, learnings, and modifications 

through the lens of Gen Y.  

In a similar vein, group situations lead to higher emotional reactions, such as 

concern, anger, or joy, among the participants. These are considered spontaneous 

and, therefore, more honest. These reactions would probably not become visible in a 

one-on-one setting. Therefore, focus groups allow the researcher to gain deep insight 

into the members' mindsets, which would otherwise be almost impossible (Morgan et 

al., 1998; Jones, 2014; Krueger, 2015). Third, conducting four focus group sessions 

throughout the AR cycles provided real-time data. It revealed how the elements of 

lean influenced each other. 

Consequently, lean was viewed as a holistic approach rather than a sequence of 

principles or methods. In contrast, as valuable as interviews are, they are still 

considered a snapshot. Conducting the survey several times will improve the quality 

of the data. Still, it cannot reveal how the lean principles, methods, and human 

factors influence each other or show the transition the participants made (or not). 

Fourth, the collected data from the focus groups served as input for the next cycle 

(diagnosis, action planning). Fifth, like the interviews, focus groups supported an 

open discussion using their words and provided a thick description of meaning.  

Focus groups will collect data during the evaluation and specify learning steps in 

each AR cycle. Each focus group session will cover both steps. That means one part 

of the discussion will evaluate the appropriateness of the introduced lean principles 

and method. The other half of the discussion will focus on learning aspects regarding 

lean principles and methods and possible modifications under the view of Gen Y.  

Four focus group sessions were conducted for each cycle as part of the evaluation 

and specified learning steps. Due to the Covid-19 pandemic, focus group sessions 

were conducted and recorded online via MS Teams. They were scheduled for 90 

minutes and lasted 90 minutes. The attendance varied between 6-8 participants and 

is explored more thoroughly (Chapter 4; Findings). Focus group guidelines were 

developed and helped to stimulate and steer the conversation (Appendix 11-12). 
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3.5.3 Handwritten material 

Handwritten material such as participants’ comments and reflections during and after 

the action-taking steps were collected as part of the researcher’s data to include 

perspectives and interpretations from the team while being in the moment of 

uncovering lean and its meaning for the team's work (Martin, 2001). First, the team's 

understanding of lean was captured by the team on flipcharts (and retained by the 

researcher) while working towards utilising lean in their work area (i.e., making 

collective decisions, challenging their assumptions, and finally writing down their way 

of implementing). These written team reflections are considered a direct way of 

learning about the phenomenon while providing aspects of the participants’ 

understanding of lean at the precise moment (Maxwell, 2005).  

Second, at the end of the action-taking sessions, participants were asked by the 

researcher to raise their opinions about the particular lean topic of the session and its 

transferability to their work area. The researcher captured the participants' voices on 

a flip chart at the end as a summary, visualizing it for the entire team. The reflective 

end round helped reveal a learning curve participants made during the day, which the 

researcher could use and reintegrate into the research.  

These reflections produced by the team during the action-taking sessions and 

captured by the researcher at the end of the day are considered spontaneous and, 

therefore, honest. The researcher used the handwritten material as an ongoing 

record during the action-taking session to enrich the real data and cross-check the 

findings. Considering the organisation's sensitivity to its intellectual property, the 

handwritten material was an alternative to any video or audio recording (Appendix, 

19-22). 

3.5.4 Reflective diaries 

Diaries provide a systematic way for the participants to observe themselves. The 

intent is that participants can record their thoughts and opinions regarding lean 

individually. In addition, diaries are applied to gain particular insight because 

participants can express their thoughts or feelings for themselves over time (Gibbs, 

2001; Wickham and Knee, 2013; Bryman and Bell, 2015).  
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According to Bryman and Bell (2015), there are two forms of diaries: in an open 

format or with a guided topic. The authors suggest applying diaries with topics to 

guide the participants in data collection. The structure helps to narrow the scope for 

the participants. Furthermore, a pre-structure increases comparability in the 

analyses. With that, diaries allow participants to take enough time in order to 

articulate their thoughts into words. 

Furthermore, participants can record their thoughts or feelings in the moment. 

Consequently, the study can determine the antecedents or relations of their daily 

experience and changed work practices. Despite the advantages, there is also a 

challenge associated with diaries. Participants might reject writing a diary due to time 

constraints or lack of discipline (Bortz and Döring, 2006; Bryman and Bell, 2015). 

Diaries were chosen as a fourth data-gathering method. First, the design of AR 

requests an evaluation/specified learning steps. Diaries were used to individually 

reflect and learn about the implemented lean principles and methods. According to 

Jones (2014), thoughts are central to the record because they constitute a subjective 

worldview and determine actions and feelings. Combined with the focus group 

session, it served trustworthiness (Craig, 2009) and supported the responses of the 

focus group sessions. Diaries allow for capturing thoughts without being observed by 

any other team members. That means participants who might be more introverted 

can articulate their opinions in more detail. Second, diaries provided real-time data. It 

revealed the lean development of the individual participants because of the weekly 

assignments. It allows the study to track the progress. This aligns with the study's 

overall purpose to witness whether lean can be embraced and routinely implemented 

by Gen Y. Third, diaries served as input for the action-taking step per AR cycle. 

Fourth, diaries were a way to interact with the participants by reminding them to send 

the diaries in or clarify statements. It increased the collaboration and strengthened 

the relationship between the participants and the researcher.  

Diaries were collected weekly per E-mail as part of the evaluation and specified 

learning steps. They were sent in until CW 20 and stopped between Cycle 3 (July 

CW 27) per mutual agreement (see 4.2.3 Cycle 3). Two to five diaries were sent in 

regularly (Appendix 10). The researcher reminded the participants via E-mail and in 

the focus group sessions to send in their diaries. The researcher was conscious of 
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doing this amicably. The diary content was between a half-page and one page long. 

It was written in a DIN 4 format, sent via E-mail, and stored electronically on a local 

drive on the researcher's personal computer, protected by a password. Topics for the 

diaries were based on the introduction of lean principles and methods to evaluate the 

appropriateness of lean and the learning aspects to explore any modifications made 

through the lens of Gen Y (Appendix 9). 

3.5.5 Researchers diary 

Johns et al. (2013) refer to reflexivity as thinking about oneself and how influential 

someone is, especially in one's practice or research. Fock and Gardner (2007) view 

reflexivity as a way to be aware of one own assumption or even hidden agendas in 

relation to the original intent, e.g., a theory or approach. It helps researchers become 

conscious of underlying assumptions, create new knowledge, and recognise new 

points. In addition, reflection can also be viewed as an epistemological approach 

using a more method-based perspective. Following the logic of epistemology, Gibbs 

(2001) and Fook and Gardner (2007) and propose to include the analysis, the 

conclusion, and the future action in the reflection to gain a different way of acting and 

thinking.  

One technique of reflexivity is writing. It enables one to enter an inner dialogue 

expressing emotions, experiences, thoughts, and ideas. In doing so, events or 

thoughts gain meaning for oneself and provide a way to communicate with others. It 

is possible because writing creates a safe space in order to express and explore 

oneself. Bolton and Delderfield (2018) describe writing as an artistic process with the 

advantages of tapping into situations and memories that seem to have been 

forgotten.  

This study used a diary to reflect upon the planned and conducted AR process. It 

was used to ensure the researcher stayed aware of its proximity to the research 

phenomena (lean) and acted understandingly regarding any participant concerns 

(see Section 3.4.1; 3.4.2). In addition, the diary was used to mediate and evaluate 

existing knowledge to understand and see new perspectives emerging from the 

dialogue between the participants (Fook and Gardner, 2007; Johns et al., 2013). 

Doing so was used to cross-check the findings and reflect upon the importance of AR 

while implementing lean.  
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The researcher's diary captured thoughts, ideas, comments, concerns, and the next 

steps. It was updated with reflection after the interviews, focus groups, and action-

taking sessions. The diary entry focused on the interactions of participants with lean 

and aspects that supported or challenged the participants regarding lean principles 

and methods through a generational lens. In addition, the researcher's influences 

within the team were also reflected, seeking to understand how the researcher 

supported or inhibited the process by dominating the discussion. It was further 

updated during the analysis, finding, and writing phases. The diary content varied 

between a couple of sentences and half a page. It was written and stored 

electronically on a local drive on the researcher's personal computer, protected by a 

password. The form was freestyle, written in German and contained sensitive 

participant information. The original text is not part of the study. However, a sample 

of the researcher's diary redacted for publication is included in Appendix 23. 

3.6 Data recording 

Data was captured in four forms. First, in written form via E-mails to capture the 

participants' responses from the diaries. Second, focus groups and interviews were 

captured verbatim through audio recording. Recording the focus groups and 

interviews ensured a thorough transcript and a credible amount of verbatim 

representation, as suggested by Braun and Clarke (2006). Third, handwritten 

material produced during the action-taking steps provided an ongoing record of the 

action-taking sessions. Fourth, the researcher's diary was updated in a notebook 

after the action-taking sessions, focus group sessions, and interviews. Given the 

organisation's sensitivity to their information, the action-taking session was not 

permitted to be audio or video recorded. Also, the participants did not consent to a 

video recording. All collected data were backed up (Cresswell and Clark, 2017) and 

saved on a privately owned laptop. Files were password protected.  

3.7 Data analysis 

The overall objective of the data analysis was to convert the collected raw data into 

findings, in this case, to understand which elements of lean might be attractive to 

Gen Y and support their adoption of it as a way of working. It is about giving meaning 

and sense to the obtained data. Therefore, a thematic analysis was used to identify 
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common meanings and ideas. The process included the following main steps: 

transcription of the interviews and focus groups, familiarising with the data, 

generating initial codes, categorising the data into themes, reviewing and refining the 

themes through member-checking the data, crafting the findings and final results 

(Lincoln and Guba, 1985; Nowell et al., 2017) of lean and the Gen Y AR group.  

The available raw data was comprised of the following:  

• Researchers` notes to be included in the reflective diaries after each action-

taking step and focus group session (evaluation/specified learning steps); it 

provided observed points or interesting outcomes, feelings during the action-

taking, focus group sessions, and interviews as Lincoln and Guba (1985) 

explained in order to develop insight about the research topic.  

• Handwritten material, such as participants’ comments and reflections during 

and after the action-taking steps 

• Participants’ reflective diaries in electronic form 

• audio recorded interviews 

• audio recorded focus group  

Data management was vital in managing the volume, variety of formats, and 

complexity of the collected data. Files and documents were named to identify the 

source (e.g., type/name of document or meeting, participants code) and the creation 

date. Raw data were stored on a secure network organised in folders for each type of 

raw data. This provided the necessary audit trail as required as part of the 

trustworthiness described in Section 3.8.  

Familiarisation with the data 

First, the recorded interviews and focus group data were professionally transcribed to 

enhance content quality, such as accuracy and editing skills, as Gorissen et al. 

(2013) explained. According to Lincoln and Guba (1985) and Nowell et al. (2017), 

researchers should familiarise themselves with the data to reflect upon the depth and 

broadness of the content. Based on the recommendation with large data sets (Nowell 

et al., 2017), the transcribed data, any handwritten material, field notes, and 

participants’ diaries were read once to gain an overview of the data and ultimately 
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read several times while getting the first idea for patterns and meanings according to 

the research objective. This was an active reading process.  

Generating initial codes 

After the process of engaging with the data, coding started. Savage (2000) describes 

the coding process as interacting with the data while reflecting upon it. It is a way to 

transform unstructured data into developing meaning and understanding (Nowell et 

al., 2017) by assessing for differences or similarities. As King (2004) and Braun and 

Clarke (2006) explained, all the data were systematically coded and attached labels 

to them while giving equal interest and attention to each data set. The two-fold 

process followed Cresswell’s (2014) advice of a systematic process by coding 

specific statements, keywords, and sentences to arrange them into emergent 

themes. First, each interview, diary, and focus group were coded to understand each 

research participant's perspective. It started as a manual process by using Post-it 

notes and colour markers. Initially, this was effective because the process could be 

conducted quickly without technical difficulties. As the data and information became 

more detailed, the information needed to be transferred electronically to avoid losing 

data integrity.  

This was done by creating an MS Word document containing three columns. Column 

one contained the original text, column two contained the coded data, and column 

three contained the researcher's comments (Appendix 17). The researcher's 

comments served as initial ideas by highlighting key aspects that emerged from the 

data. Second, a complete analysis across all interventions (focus groups, interviews, 

participants’ diaries and handwritten material) was conducted to shape the whole 

picture of the participants’ shared experience of lean. In doing this, Boyatzis’ (1998) 

suggestion of a ‘good code’ (p. 1) was adopted. This means the code should cover 

the richness of the phenomena instead of just being representative of the number of 

opinions or statements. This was also done via MS Word. During the coding process, 

the researcher constantly reflected on how the nine participants experienced lean by 

posing the following questions: 

• How does this lean principle and method align with the Gen Y work view? 

• Is this what they experienced? 
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• Does this code capture the meaning of what they experienced? 

Following Braun and Clark (2006), codes were reviewed several times to give equal 

attention to them and ensure no context was lost. Data were coded many times as 

needed until they fit and were relevant. Codes such as liberating, glue, or self-

actualisation are examples of some of the initial codes. The researcher became 

aware of repeated patterns during this analysis phase and made notes of these 

notions. The developed codes served as a foundation for creating the essential 

themes for this study. 

Categorising data into themes 

The next phase included arranging the codes into manageable themes. A theme 

symbolises the foundational idea that the study is attempting to reveal (Braun and 

Clarke, 2006; Ruivo et al., 2014). Following King (2004) and Nowell et al. (2017), 

codes were initially sorted into themes that identified patterns related to lean and 

Gen Y work views. Furthermore, codes were analysed to determine whether they are 

related and what themes could represent a cluster of codes. Not only to be guided by 

the research questions, but sub-themes were also created inductively to capture 

more relevant data. For example, the theme of transparency and communication 

consists of sub-themes such as motivation and competition, target achievement, 

problem identification, and team development.  

Furthermore, some codes were formed under miscellaneous as a temporary theme 

to avoid abandoning data or codes at this analysis stage. For example, when 

participants were asked to give their opinion on what did not work during the lean 

implementation, some responded with silence or laughter. This might not be relevant 

to answer the research question, but it is important to understand the contextual 

nature of questions in the organisation or their culture. Fortunately, all sub-themes 

identified were categorised under one of the five core themes that surfaced later. 

Following Braun and Clarke (2006) and Newell et al. (2017), a thematic map was 

created on a wall using post-its to engage the data further and visualise the 

connection between themes. It allowed for identifying overlapping or overarching 

themes (Appendix 18). 
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Reviewing and refining themes 

During the next phase, the AR group members reviewed the codes to determine if 

they were coherent and whether each theme reflected the intended meaning to 

ensure clarity. Furthermore, it clarifies whether the researcher's interpretations were 

accurate to the participants’ perceptions. Six of nine participants were able to 

participate in the member check that reinforces trustworthiness (Section 3.10). This 

member check was conducted through MS Teams and outside the AR cycles. The 

intention was to spend exclusive time reviewing the themes and sub-themes with the 

AR group. Themes and sub-themes were visualised on a PowerPoint slide. The 

researcher guided the participants to share their most important themes and talk 

about their shared and individual experiences and perceptions per the theme. During 

the process, the researcher took and visualised comments on the chat function in MS 

Teams.  

Before presenting it to the participants, the researcher defined each theme and sub-

themes with one or two sentences. Next, the themes and sub-themes were reviewed 

again, and finally, the original data was cross-checked against the definition and 

research aim/objective. It ensured that each theme was linked to the requirements of 

the study and that any conclusion was embedded in the data (Lincoln and Guba, 

1985; Braun and Clarke, 2006; Nowell et al., 2017). 

As recommended by the authors above, themes were refined if the code did not 

reflect the meaning in the data set or lacked data to support them. Some themes 

were broken down or consolidated – for example, transparency and communication 

were separated and later consolidated into one theme. At the end of this phase, five 

themes and 13 sub-themes will serve as the ground for answering the research 

question. These five themes are grounded in the context the participants gave and 

bound by them. 

Naming the themes and writing the story 

Reviewing and refining the themes with the participants ensured nothing was 

overlooked or missed. The next phase was formally writing an analysis for each 

identified theme. Braun and Clarke (2006) and Nowell et al. (2017) advised 

sharpening the theme name to give the reader a good understanding of the themes. 
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This was done through discussion with supervisors to expose more facets to reflect 

the data, ultimately enhancing trustworthiness (Section 3.10). Once the themes were 

finalised, the writing process started, considering that (a) an overall story was told 

concerning the research objective, (b) each theme was unique but still fitted into the 

overall story, and (c) it reflects the data. While engaging with the themes and gaining 

a deeper insight into the analyses, the researcher worked alone, not to be influenced 

by other thoughts. Finally, the researcher double-checked the data where the 

participants’ words were included.  

Crafting the findings and writing the final results 

Finally, crafting the findings and writing the final results began. It is the content of 

Chapters 4 and 5. For this final stage, shorter and longer block quotes were included 

to demonstrate the different participants’ voices, as King (2004) and Nowell et al. 

(2017) recommended. The intent was to include specific points that demonstrate the 

frequency and, conversely, a broader passage to illustrate the context. According to 

King (2004), the richness and insightfulness of the data will be demonstrated through 

the quotes. Without it, the final report might become too superficial. 

As advised by Braun and Clarke (2006) and Nowell et al. (2017), during the writing 

process, the researcher referred back to the literature to build a valid argumentation 

and confirm the research findings or challenge the literature. Once the final story was 

written and the different aspects of the themes were revealed, the final discussion 

started. It included the developed themes, contrasting the literature, how it added to 

the current body of knowledge, and any data discrepancies. In alignment with Nowell 

et al. (2017), unexpected findings were included, such as how lean contributed to 

self-confidence. This demonstrated trustworthiness. Returning to the literature, 

contrasting it and writing up the story belonged to interpreting the data.  

Figure 8 sets out the entire research design, including a timeline for this study. 
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Figure 8: The methodology sequence timeline 
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3.8 Establishing trustworthiness and authenticity 

Creswell (2012) states that independent of the research, all studies need to 

demonstrate reliable and valid knowledge. Establishing validity in an AR research 

study could be controversial, especially for those embedded in a positive conception 

of research. However, this study is grounded in an interventionism paradigm carrying 

a different ontological and epistemological understanding of reality. Therefore, being 

qualitative by nature, this study can be judged by its trustworthiness. Lincoln and 

Guba (1985) described the term as worthy of attention. According to these authors, 

there are four original criteria for trustworthiness:  

• credibility (= internal validity for a positivist investigator) 

• transferability (= external validity/generalisability for a positivist investigator) 

• dependability (= reliability for a positivist investigator) 

• confirmability (= objectivity for a positivist investigator) (Anney, 2014; Nowell et 

al., 2017; Korstjens and Moser, 2018).  

Years later, the authors added authenticity as a fifth criterion (Elo et al., 2014). 

Trustworthiness in this study is demonstrated through a discussion of the applied 

criteria throughout the research. 

Credibility establishes how plausible or truthful the research findings are. That 

means whether or not the findings are believable to the participants. It represents a fit 

between the researcher’s interpretation and the view of the participants. In line with 

the proposed credibility strategy by Lincoln and Guba (1985), the study adopted the 

following criteria: prolonged engagement with participants, reflexivity, data collection 

triangulation, and peer debriefing.  

Prolonged engagement happened over ten months, starting with the initial kick-off, 

the interview sessions, interventions, and focus groups. It allowed to build trust 

between the participants and the researcher. Furthermore, it improved the 

researcher's understanding of the participants' context and culture. Hence, prolonged 

engagement in this AR study clarified core issues that might have impacted the 

quality of the data (Lincoln and Guba, 1985; Anney, 2014).  
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Regarding reflexivity, it clarifies the researcher's pre-assumptions and biases before 

and during the research. Understanding how individual bias affects any research 

decision (Anney, 2014; Korstjens and Moser, 2018) is vital. Otherwise, the 

researcher is a potential threat to the credibility and, therefore, trustworthiness. For 

this study, the researcher's pre-understanding is stated in Chapter 1. In addition, any 

assumptions made or understanding that emerged while conducting the study were 

written down in a reflexive journal as required by Lincoln and Guba (1985). 

Peer debriefing provides an external check during the research process to gain the 

support of other professionals. This process allows the researcher to receive 

comments about the data collection method, analysis procedure, or research 

findings. It helps to test the research process and findings against the raw data ( 

Anney, 2014; Nowell et al., 2017), enhancing credibility. Peer debriefing was applied 

to an individual not interested in the research but understood the topic and the 

research design. This peer challenged beliefs and provided input on the research 

design (Lincoln and Guba, 1985). 

Furthermore, the supervisors provided peer-checking, obtaining the data, essential 

themes, process of the research design, and findings. In addition, the research 

design was presented to a group of scholars during a research conference. This 

group provided valuable insight and feedback regarding the design. 

Triangulation addresses using different data collection methods to cross-examine the 

data and explain different aspects of the phenomenon (Lincoln and Guba, 1986). 

Every method has a specific strength and limitation. A combination utilises their 

strength and compensates for their shortcomings (Shenton, 2004; Anney, 2014; 

Korstjens and Moser, 2018). The researcher used semi-structured and unstructured 

interviews, reflective diaries, and focus groups for data triangulation throughout the 

research. The findings comprised of the AR journey, discussion of the lean principles 

and methods, and the five themes and 13 sub-themes presented in Chapters 4 and 5 

demonstrate the ‘cross-checking of data’ (Lincoln and Guba, 1996, p. 77) through 

triangulation of the finding, including the supporting literature. 

Member check allows the participants to correct data and check the findings or the 

researcher's interpretation. Including the participants reduces the researcher's bias 

(Shenton, 2004; Anney, 2014; Korstjens and Moser, 2018). Lincoln and Guba (1985) 
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consider these criteria crucial to enhancing a study's credibility. The voice of the 

participants was included on several occasions. After the interview session, a table 

with the findings and some descriptive quotes from the participants was created. The 

outcome was presented first and sent to the AR group for review. As described in 

Chapter 3, Section 3.3, findings were used and analysed during the first action-

taking. In addition to presenting the outcome to the team, member-checking occurred 

during the final reflective interview. Referring to Lincoln and Guba (1985), emerging 

themes or terms can be checked during the session. That means, if one participant 

elaborates on a specific theme or topic on their experience with lean, the researcher 

asks the next participant in the next interview whether the same topic is also relevant. 

In addition, observed patterns by the researcher and the theory drawn from the 

literature review were presented to the team. This aligns with a paper from Shenton 

(2004) that asks for reasons from the team while in the field. 

Finally, the preliminary findings were sent to the AR group with sufficient time to 

review them. Alignment occurred during an MS Teams meeting outside of the AR 

cycles where the researcher asked the participants (a) how well these 

findings/themes resonate with their experience with lean and Gen Y characteristics, 

(b) whether something is missing, (c) what should be added, (d) whether there is an 

agreement to the names of the themes or not/ and what description would be 

appropriate instead.  

Transferability addresses the degree to which the findings can be transferred to 

other contexts or populations (Lincoln and Guba, 1985). This study provided not only 

the experiences of the study group but also the context as a requirement for the 

transferability of findings.  

Dependability and confirmability are concerned with how stable the findings are 

over time and whether they are also drawn from data. As recommended, an audit 

trail was created (Lincoln and Guba, 1985; Shenton, 2004; Anney, 2014; Korstjens 

and Moser, 2018) comprised of the raw data, transcriptions, researcher notes, and 

documents collected from the field. It proved that the findings are grounded in data 

and not created or influenced by the researcher’s ideas.  

Authenticity, as in being fair and faithful, is an integral part of research ethics, as 

presented in Section 1.5.5. Lincoln and Guba (1985) state that authenticity refers to 
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presenting the entire research to the readers coherently. By applying the above-

described criteria, authenticity is also shown.  

3.9 History and experience of the researcher 

As previously described, this study is a passion project. Regardless of the passion, 

one must be aware of biases or pre-judgments (Moustakas, 1990). This section 

briefly overviews the researcher's history and experience and explains her interest in 

lean. It adds to the position of an insider-outsider role for this study (see 3.4.1) by 

explaining more of the researcher's background. 

First, the researcher's career is dedicated to the lean topic. With over ten years of 

work experience in lean, being responsible for lean implementation in various 

organisations, the researcher became educated and experienced with the principles 

and methods of lean. Over the years, it has been observed how associates became 

excited to participate in decisions and how lean could change some colleagues' 

attitudes toward working together. On the other hand, there were also non-believers, 

doubters, and dismissing lean as ‘the flavour of the month’. Therefore, this 

researcher was constantly on the path of self-development regarding lean and 

related topics, such as psychology, strategy, coaching, mediation, graphic 

visualisation, and facilitation, to understand an organisation, people, and lean. The 

intention was to be more persuasive by explaining interrelationships better and more 

accurately pointing out what lean brings to the table. It helped to be equipped with 

persuasive arguments to implement lean and to allay fear and rumours about lean 

within the organisation.  

Considering how our society has changed, the discussions about autonomation, 

working hours, the meaning of work, environmental aspects, and wealth, this 

researcher believes in lean and what it can do. Lean in all its facets might be a 

possible answer to change how we think, see, and treat each other and act to stay 

competitive and have a better working life. Ideally, organisations grow without 

growing, meaning without wasting the associated time and resources, having a 

solution to conduct business without damaging the environment and not 

compromising our living standards. Basically, I want to go to work and make a 

meaningful contribution. This is the author's vision. However, for lean to work, the 
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next generation needs to embrace it, considering the amount of influence this 

generation will gain. By choosing the topic of lean, the study hopes to understand 

lean to help the next generation see its potential, adopt it, and put it into practice.  

Regardless of the professional interest, the role of this researcher is dual. As 

explained before (see 3.4.1), the researcher was an insider and outsider regarding 

the AR process and the phenomena under investigation. However, it needs to be 

noted that the researcher did not belong to the organisation. The researcher has no 

financial dependency on this company or will benefit in any other way from 

completing this research. The researcher will not be paid for the action-taking, 

reflection session, or research-related outcome that might benefit the company from 

any performance increase. The reason for conducting the study outside the 

researcher's workplace might interfere with the study's intent. The researcher is 

currently responsible for implementing lean throughout the entire organisation. The 

concern is that employees at the researcher's workplace would feel obligated to 

implement lean regardless of their convictions. In the researcher's view, it would 

falsify the findings. 

The role of this study includes designing and facilitating informed action, collecting, 

organising, analysing data, and presenting the findings. The actual implementation or 

execution falls back to the AR group. Conducting an AR approach while embracing 

the intervention allows the researcher to continuously reflect on lean to understand 

what and why it works. This reflection will be captured in the researcher's diary. 

The role throughout the AR cycle was also to help the participants reflect on it. More 

than ten years of work experience and the knowledge gained through reviewing the 

literature about lean and Gen Y will synthesise an understanding to enable the 

research project to be constructed.  

According to Bernard (2013), this will be helpful because the researcher's experience 

and ability to pull conclusions from the available data are important for the accuracy 

of qualitative research. Furthermore, this study has to avoid preconceived 

assumptions about the research problem and stay open regarding the participants’ 

input. That means to set aside one’s beliefs, knowledge, or experiences to attempt to 

stay unbiased, or as Perry (2013) describes, as a researcher, to understand the 

participants’ experiences, which may change their perception.  
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The outcome of the outsider in this AR study includes exploring and evaluating which 

lean principles and methods meet Gen Y's work expectations. This will hopefully 

show how scholarship and practice can work effectively together, complementing 

each other. 

3.10 Assumptions 

This study intended to explore how lean principles and methods can be transformed 

to meet the work expectations of Gen Y. In order to conduct this study, the following 

assumptions were made: 

1. The involved participants in the study answered honestly in all the interviews, 

focus groups, and diaries about their perceptions and experience with lean. It 

was essential because the result of the study depended on it. In doing so, it 

was vital to emphasise voluntary participation and anonymity throughout the 

study. It was also relevant that the participants were aware of the significance 

of their response to the data gathering. This was also stated in the consent 

letter stating their response's impact. 

2. The involved participants were interested in the study to understand the 

impact of lean on improving their workplace by reflecting on their 

characteristics.  

3. A level of concern might have existed among the participant due to the 

involvement of a study, including the risk of providing information not 

necessary for the research and expressing their perception and experience in 

front of their colleagues.  

4. The researcher assumed that by explaining the underlying assumptions of 

lean and engaging the employees, lean could be implemented without the 

supervisors' direction. Therefore, explaining lean to the participants was a 

relevant part of the methodology to ensure that the participants had the 

necessary knowledge of lean.  

5. The researcher tried to eliminate any bias. This was addressed by stating the 

researcher’s interest in lean (see 3.9) and using different data-gathering 

techniques, member check, and the researchers' reflective diary (Chapter 3.5). 
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3.11 Limitations 

In order to govern the research, the researcher created the following limitations 

(Mitchell, 2010). This research has several boundaries and should be considered by 

examining the result.  

• The participants were part of the Gen Y cohort (i.e., born between 1977 and 

2000, referring to Jones et al., 2018; 2019) who were interested in the study, 

are currently employed, and are willing to participate in an AR study and the 

member-check. 

• The study participants were limited to those available to the researcher. 

• The study was conducted at the participants’ workplace. Interviews and focus 

groups via MS Teams, action-taking sessions in the work facility of the 

participants.  

• The period for conducting the action-taking data gathering and member check 

was from January 2021 to January 2022.  

• The data analysis revealed themes and patterns experienced by the nine 

participants who composed the action research team. The model created 

through the identified patterns and themes might be valuable in utilising lean 

for Gen Y and might be transferrable to organisations. 

• For this study, Lean comprises philosophy, principles, and methods. 

Embedded with it are the human factors. 

• Although culture and leadership influenced the current study, it will not be 

investigated due to the complexity of the current research regarding themes 

such as Gen Y, lean, and AR. 

The above-described delimitations informed the limitations (Chapter 7.7) as potential 

weaknesses that affect the research outcome (Creswell, 2005). 

3.12 Ethics 

Ethical issues must be anticipated and discussed when conducting research centred 

around humans. This section will address ethical issues concerning the well-being of 

the participants, confidentiality, anonymity, voluntarism, and the power relation 

between the researcher and the participants. The research followed the principles 

and procedures framework of the University of Gloucestershire.  
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First, in line with the university's research ethics guidelines, it is the researcher’s 

responsibility not to harm the participants. It affects the social, psychological, and 

physical parts of the participants. With that said, anonymity, voluntarism, and 

confidentiality must be granted. A written informed consent (see Appendix 1) was 

received from all participants. It included the participant's signature, ensuring their 

understanding of the aim, purpose, duration, approach, study's nature, and 

requirements. The consent form was written in German to avoid confusion or 

interpretation since the study was conducted in German with native German 

speakers. It was also reviewed during an online meeting with the participants and 

researcher before sending it. Before the consent form was sent out, the University of 

Gloucestershire approved this study. Additionally, every participant could withdraw 

from the study at any time without fearing any consequences.  

Second, confidentiality and anonymity were addressed, especially concerning data 

collection, analysis and storing, data ownership, data interpretation, and data 

presentation. The study focuses on exploring aspects of lean through the lens of 

Gen Y with a focus on what works or does not work and why, the integrity of the data, 

and the fact that the respondents need to be protected. That also included face-to-

face sessions. In order to ensure participant confidentiality and anonymity, each 

individual was assigned an alphanumeric code at the beginning of the research. 

Consent was given to record and transcribe the interviews and focus groups. Also, a 

non-disclosure agreement was signed between the organisation, the University, and 

the researcher. Anonymity for the organisation was ensured. The study did not 

mention the company's name, location, product manufacturing, or portfolio. Data was 

stored electronically on a local drive on the researcher's personal computer, 

protected by a password. Data will be permanently deleted after five years following 

the ethical guidelines. 

The researcher also has an ethical duty to protect the University and the research 

community through the actions. The data that was collected is a true and accurate 

representation of information. No manipulation or biased interpretation of the data 

was performed in its analyses. No favouritism or biased input of the researcher was 

exhibited during its collection. No cynicism was given during the writing up of 

findings. 



 

PhD H Pschibilla.doc 136 

Third, there was no apparent physical risk at the beginning of the research. The 

action-taking sessions were conducted in a meeting room at the participants’ 

company, where the team was familiar. It also enhanced confidentiality because 

there were no interruptions from other organisation members. The interviews and 

focus groups were scheduled in advance with the participants' consent. However, 

due to the pandemic and the possible danger for the research group and the 

researcher, it was decided to conduct all focus groups and interviews online to 

minimise the risk. Only the action-taking sessions were scheduled face-to-face when 

the situation was allowing it. Even then, strict safety regulations took place, such as 

ensuring enough space between the participants, wearing a mask the entire time, 

and fresh air regulations and COVID-19 testing. 

Fourth, the power relation between the researcher and the participants was 

considered. Power is grounded in the researcher's authority as an expert in her field 

by possessing information about the field in question and the research approach. The 

participants are vulnerable because they do not know what to expect or how they will 

be treated. Fairness, honesty, transparency, and modesty throughout the research 

carried the process on the researcher's part. Furthermore, the researcher took some 

precautions to avoid power relations becoming a problem. The research aim, 

purpose, and process were explained to the participants before the research started, 

including the opportunity to meet the researcher. Throughout the interview, an open 

atmosphere was created. Participants were encouraged to object to answering 

questions (Chapter 3.5.1.5 Interview Protocol). During the action-taking sessions and 

focus groups, moderation techniques created an open atmosphere and fostered 

open communication. 

Additionally, techniques were applied to allow the participants to express concerns or 

critique. Furthermore, the purpose of the research, participant rights to object, 

confidentiality, the right to withdraw, and anonymity were repeated before any 

session. Participants' comfort was stimulated by providing water during the face-to-

face settings.  

Finally, no sponsorship might have influenced the purpose of the study on the 

researcher’s side. No compensation was also provided to the participants in 

exchange for participating in the study. 
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3.13 Chapter summary 

This chapter discussed the research design applied to this study. This chapter 

argued for conducting qualitative research within the interventionist paradigm. In 

addition, references were made to the ontology, epistemology, and research 

objective that supports qualitative research. The study setting and the issues 

surrounding participant profiles, the organisation, access, selection criteria, and 

participant number were introduced. The theoretical basis of AR as methodology and 

its procedural plan were discussed. Next, the research details were discussed in the 

form of data collection methods, recording and analysis. In addition, insight into the 

trustworthiness and authenticity of the study was provided. This was followed by 

displaying the researcher's history and fully acknowledging the researcher's interest 

in lean. The chapter concluded by presenting this study's assumptions, delimitations, 

and limitations and providing insight into how ethical concerns were addressed.  
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5 Findings Part I: The participants’ experience with lean 

The purpose of this chapter is to present the findings of the AR study. It results from 

nine months of data collection and another ten months of coding, data reduction, 

analysis, interpretation, synthesis, and writing up the findings and conclusion. It 

included presenting the themes back to the participants. These findings are 

understood as a shared experience by the participants and researcher while 

conducting the research. However, how the participants described their individual 

experiences sometimes varied throughout the interviews, focus groups, or diaries. 

This kind of variation provides a depth of meaning.  

In order to determine how to present the findings, it became apparent for the author 

to reflect on the purpose and the initial intention of this study. In addition, it is 

important to understand the criteria to make the study successful in the eyes of the 

author.  

First, what was the reason for choosing lean and Gen Y? 

Overall, it was a passion project to explore how lean could evolve by pulling human 

aspects into the implementation. Also, the idea of investigating lean through the lens 

of Gen Y was underdeveloped in literature. The human factors of the lean concept 

provided a common bond between lean, and Gen Y. Lean poses a chance to be the 

driver to engage Gen Y as the youngest working generation and future leaders. The 

research supported the statement to incorporate lean principles and its human 

factors into the deployment by being responsive to Gen Y characteristics. However, 

the overall goal is that lean be embraced and routinely implemented by Gen Y. 

Second, what would be the confirmation of a successful action 

research study?  

The desired outcome should demonstrate whether the participants did implement 

lean with an extended view of changed work practice. Consequently, it should show 

what and how the AR group and the researcher learned about lean through the lens 

of Gen Y during this study. A successful action research study will show the 

following: (a) the impact of action research, (b) whether changes to lean and its 

deployment need to be made in order for Gen Y to embrace it, (c) it will demonstrate 
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the characteristics of lean that are desirable to a Gen Y and (d) ultimately whether 

Gen Y embraced lean.  

With that said, the findings are presented in five thematic blocks: 

1. Presenting the participants’ lean journey. Given the importance of 

understanding how the participants experienced lean in order to comprehend 

(a) the impact action research had, (b) to see a change in their work practice 

over time, and (c) to frame the findings properly, it is necessary to provide 

stories of their actual lean experience. The shared stories are presented 

chronologically across four cycles. Each cycle followed the same process of 

diagnosis, action planning, action taking, evaluation, and specified learning 

described in Chapter 3. The attention will be drawn to comments or 

statements made by the participants in their diaries and during several 

meetings used for action-taking, evaluation, and specified learnings as content 

for the focus group sessions. Doing so aims to reveal views on progression 

using lean principles and methods and changes participants observed within 

their team members or themselves. In order to avoid unnecessary repetition of 

methodological procedures, a description of the steps in Cycle 1 will be 

detailed, but because the steps of the outgoing cycles are the same, they will 

not be detailed further. However, the focus will be on the action-taking and the 

specified learning steps because this was when the data collection in the form 

of face-to-face or online meetings took place. In addition, references to the 

outgoing cycle will consist primarily of the observed changes made by team 

members as they progress through the learning curve. At the end of each 

cycle, a summary will be provided with the key findings regarding the 

participants' lean perception. 

2. Presenting the influence AR had on the study. AR provided the 

methodological framework to create an environment where participants could 

learn and experience lean. It will acknowledge AR as a research methodology 

and change management tool. Furthermore, it will address the researcher's 

influences on it. Doing so aims to present how essential lean training, 

employee empowerment, participants, and teamwork are to implement lean 

into a new environment properly. It will show the impact of reflection and 

increased participation in lean implementation within the team using action 
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research. Participants were able to implement selected lean aspects and 

begin to transform their work practice to move their department into a shared 

environment to improve its effectiveness. 

3. Presenting each introduced lean principle and method. Lean principles 

and methods are broken down. The purpose is to extract the unique facets of 

each introduced lean principle and method to gain a depth of understanding 

regarding possible modifications in lean. This part illuminates lean specifics 

and exposes responses viewed through a generational lens. The analysis 

phase of each principle and method is comprised of the following aspects: 

a. Identification of key components regarding lean principles and method 

b. A discussion of the principles and methods using the supporting 

literature 

c. Changes to be made regarding lean principles and methods according 

to the review of the findings exhibited by the Gen Y participants and 

observations made by the researcher 

4. Presenting the five essential themes. These essential emergent themes 

built from the data provide a deeper understanding of why lean impacted 

Gen Y participants, resulting in a changed work practice by applying lean 

principles and methods. The themes represent a mutually understood lean 

experience across all introduced lean principles and methods. It is not 

associated with a specific principle or method; instead, it emphasises the 

perceived interrelationship of lean as a whole. These five themes include (1) 

transparency and communication, (2) reflective work, (3) engaging the team, 

(4) creating mindfulness and (5) personal growth. The five themes are 

comprised of 13 sub-themes. Table 10 presents the five themes, 

corresponding sub-themes, and selected examples of significant statements 

and experiences from the participants related to the theme and sub-themes. 

The analysis phase of each theme is comprised of the following aspects:  

a. an explanation in order to understand the theme and corresponding 

sub-themes 

b. a selection of the raw data used consists of important statements and 

comments given by the participants and their supporting literature 
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c. a table summarising the key statements of the participants, the existing 

lean principles and methods, and characteristics commonly exhibited 

by the Gen Y participants, along with the supporting literature. 

d. a summary of the theme 

5. Presenting the lean and Gen Y model. Given the intention to conceptualise 

the outcome, a lean model applicable to Gen Y is designed. This part 

introduces a graphical illustration followed by a discussion to explain the 

model in detail. It exposes alteration in lean based on the responses through a 

generational lens. 

Altogether, the findings complement each other and address the research objective 

that guides this study:  

RO 3: through the use of action research examine, why, how and to what extent of 

the specific lean principles and methods meet the Generation Y characteristics and 

what changes might be needed in lean to occur for its successful deployment. 

RO 4: to conceptualise the outcome by creating a model of lean applicable to Gen Y 

To answer the research aim: to explore how lean principles and methods can be 

transformed to meet the work expectations of Generation Y.  

The findings are presented in a three-chapter format.  

1. The first part of the findings in Chapter 4 is organised into four sections. The 

first section considers the context for the research by describing some key 

activities and challenges prior to and within the study. It gives access to the 

social context and situates the phenomena for this study. The second section 

describes the AR cycle and the participants’ lean journey over time. Third, a 

section on AR as a methodology and the influence of change management 

tools on the study is provided. It further describes the researcher's skill while 

acknowledging her influences on the study. Until this point, the sections 

provide insight into how lean was introduced and how the participants 

perceived it. It closes with a summary as the fourth section. 

2. The second part of the findings in Chapter 5 is organised into four sections. 

The first section presents the findings in terms of the introduced lean methods. 

The second section provides the findings in terms of the introduced lean 
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principles. Both sections are discussed as described above. Finally, the third 

part of the chapter focuses on presenting the themes and discusses why lean 

impacted Gen Y, as described above. The chapter concludes with a summary 

of the fourth section and a brief overview of Chapter 6. 

3. The third part of the findings in Chapter 6 is organised into two sections. 

Based on the findings, the first section presents and discusses the lean and 

Gen Y model. The second section closes the chapter with some final 

discussion.  

The findings are presented using verbatim quotes from the participants, this author’s 

interpretation, and supporting literature. During the action-taking and focus group 

session, participants were assigned to sub-teams. Verbatim quotes are referenced 

by sub-teams, as shown in Table 10. Since the study was conducted in German, the 

researcher translated the quotes from the participants into English. Because of the 

non-disclosure agreement, no names were used. Each theme is concluded by 

summarising key points from the participants and supporting literature. 

 

Sub-Teams/ Manager Participants 

s-t, 1 
AA 
BB 
CC 

s-t, 2 
DD 
EE 
FF 

s-t 3 
GG 
HH 
FF 

m 4 II  

Note: According to the task, participant FF was assigned to be on both teams 
m = head of department 

Table 10: Participants identification coding 
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5.1 Contextual background 

Given the influence the context has on the AR process and outcome, this section will 

focus on the key activities and challenges prior to and within the study. The most 

significant challenges that surfaced were the breakout of the COVID-19 pandemic 

and the announcement of the sale of the company. The key activity prior to the study 

was the initial kick-off meeting. It was conducted for two reasons. First, it served as 

an orientation event for the participants, henceforth known as the team. Second, it 

enabled the participants to join willingly and address any concerns or questions 

about the research they might have. It is not considered part of the official AR cycle.  

One of the most significant challenges that needed to be overcome was dealing with 

the outbreak of the COVID-19 pandemic. COVID inhibited the scheduling of face-to-

face meetings such as the action-taking steps (interventions) and focus groups. Entry 

within the company was not granted for non-associates. Many associates were 

forced to perform their work from home due to the national lockdown inhibiting travel, 

making the pilot teams challenging to organise. In addition, from an ethical 

perspective, the University stressed the use of caution in conducting the AR studies 

as the participants were not in danger due to the further spreading of COVID-19.  

In order to overcome the challenges created by Covid-19, the use of technology was 

instrumental. MS Teams was adopted in place of face-to-face meetings. This allowed 

associates to work as a team without being in close proximity. Unfortunately, some 

anticipated team dynamics, such as lively discussions between team members, were 

lost because the physical interaction was not there. In addition, the ability to observe 

an individual's entire body language was inhibited, which may have impacted the 

interpretation of what was being communicated. As restrictions gradually eased and 

lessened, teams could begin to work face-to-face again. However, social distancing 

was required, as well as the use of facial covering. The agreement between the 

company and the researcher allowed for the action-taking session to be conducted 

face-to-face as restrictions were lifted. The focus group meetings, however, were to 

be continuously conducted via MS Teams to reduce contact as much as possible. 

Therefore, these challenges in communication, as described above, impacted the 

study process and the participants. For example, answers from participants were 

slow coming and difficult to extract, and comprehension by participants was difficult 
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to ensure. Due to the use of facial coverings, clarity of verbal communication was 

limited and restrictive. In order to overcome these challenges in communication, the 

researcher needed strong moderation skills and repetition of the message regarding 

lean methods and principles. Also, numerous breaks for the physical meetings were 

needed for participants to catch their breath and eliminate fatigue and frustration.  

Additionally, there was also an impact on lean implementation. The ability to come 

together physically as a team was inhibited, and consequently, the implementation of 

actions was challenging to achieve (e.g., constructing a process map session, 

building a Shop floor management board, or working on a continuous improvement 

project). Technology was used to help overcome implementation challenges, such as 

MS Teams and Miro. Although COVID-19 created a less-than-ideal environment, 

embracing these technologies allowed the AR to take place and the interviews and 

focus groups to be conducted.  

The second challenge once the study was underway was the announcement of the 

disintegration of the department in which the research was conducted. In the spring 

of 2021, between Cycle 2 and Cycle 3, the organisation communicated that the 

business unit would be disintegrated. Two options were initially discussed. One 

option was the complete closure of the business unit, which would result in the 

displacement of all associates within it. Another option was carving out and selling 

the business unit to another firm that had not yet been identified and secured.  

As a result of this announcement, the study was impacted. For example, the 

associates were distracted, so their future within the company was uncertain. As a 

priority for the associates, it was to be determined whether the study should continue 

to be conducted. In order to combat this challenge, the department head, who was 

part of the research group, pulled the associates (identified as participants in this 

research) together and discussed whether or not to progress with the study. The 

researcher was not present at this meeting. Participants appeared to have seen 

value in the study because they agreed voluntarily to continue despite the 

uncertainties of their future. Shortly after the decision to continue with the study, the 

organisation announced the sale of the business unit to an outside company. This 

decision reduced the unease of many participants; however, there were still 

uncertainties about the new organisation. For example, the expected role of the 
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participants, a potentially new manager and uncertainty about benefits and salary. 

This resulted in three participants looking for jobs elsewhere. This distraction greatly 

impacted the ability to implement continuous improvement. Also, some associates 

were physically absent, while others were not mentally present within the last focus 

group. A couple of associates migrated to other jobs, resulting in the members’ 

checks being conducted with two fewer participants. As the researcher, it was 

encouraging to see that the associates wanted to continue despite the challenges.  

Next to the challenges, a key activity prior to the study was the initial kick-off meeting 

with the entire AR team. As described in section 3.3.2, the team comprised nine 

Gen Y participants, including their department head. The team is accountable for 

service, such as planned maintenance, repair, and commissioning. It means the 

team helped the end customer with any problems with the provided product. The 

objective for the team is to solve the issues promptly by pulling on their internal 

expertise by analysing a written customer complaint or query or by inspecting the 

product on site. The senior manager of this unit suggested that this team participate 

in the present study to identify ways of improving their department performance 

(reducing customer complaints) and working relationships, e.g., an increase in 

knowledge sharing. 

The entire team, including the head of the department, participated in the meeting to 

meet the researcher and review the proposed research objective, discuss roles and 

expectations for the study, any concerns regarding research ethics, and an overview 

of lean and next steps. Additionally, the participants were invited to be part of the 

research. The overall intention of the meeting was to give the team the choice of 

participation while indicating if there was a commitment from the team to go forward 

with the research project. The meeting outcome was critical because the participants 

needed to agree on the research. Otherwise, the process of finding a suitable AR 

team would start again.  

The scheduled time was 60 minutes to ensure sufficient time for the explanation and 

any questions from the participants. Due to the pandemic, the meeting was set up 

online via MS Teams. At this time, there was a growing concern about conducting the 

entire research project online. The primary concern was not conveying the intention 

of lean or being unable to conduct lively and meaningful discussions due to an online 
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setup. Due to the collaborative nature of the research approach, participants’ 

responsiveness is a relevant element in building a relationship between the 

researcher and the participants (Shani and Pasmore, 1985). The kick-off meeting 

was the first opportunity to meet the participants and start building a relationship. It 

would also set the direction for any future online meetings. Therefore, this particular 

meeting was considered very critical in regard to first impressions. 

Camera usage was key in creating a more realistic atmosphere and familiarising the 

participants with this online work setting. In order to be prepared, a non-response 

and a non-visual from the participants' side were taken into account, and two 

approaches were considered for the kick-off. First, the researcher asked politely to 

turn the cameras on for at least a brief moment during the introduction. Second, a 

reflective end round was designed for the meeting. The intention of the designed end 

round was to spark a response from the participants. 

The meeting opened as the department head welcomed the team and the 

researcher. He started the meeting by explaining how the team was chosen to 

participate in the research; he also expressed the department's desired benefits, 

such as ‘becoming more efficient’ and ‘learning something that might help us’. At this 

point, all cameras were turned off except for the researcher. Having anticipated this, 

the researcher introduced himself and asked the team to turn on the camera briefly to 

allow a first visual impression of the team. The participants turned their cameras on 

for this moment, smiled or waved into it, and turned the camera off. The reasons 

mentioned by the participants for turning the camera off again were, first, not to 

burden the streaming quality with the camera, and second, the team was not used to 

working with the camera on.  

After thanking the participants for turning the camera on, the researchers explained 

the research process, aim, and implications for the participants and encouraged the 

participants to ask questions. No visual or verbal indication would signal concern, 

agreement, curiosity, misunderstanding, resistance, or actual interest. Having 

anticipated the silence, the researcher referred to the plan and moved on to the 

reflective end round. The participants indicated they were looking forward to 

participating or were curious about how the action-taking step would be designed. 

They also expressed their expectations of learning something new. Two participants 
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were in disbelief as to whether lean would work in their context but were willing to 

stay open-minded. Three participants expressed their concern regarding the time the 

research demanded of them, explicitly writing a reflective diary on a weekly base. By 

the end of the meeting, the participants were engaged and interactive.  

All participants indicated their willingness to take part in the study. Nevertheless, to 

honour the principle of voluntarism, it was decided to communicate their choice by 

giving them time to review the participant consent form. As a reinforcement, the 

consent form was individually sent out after the meeting to avoid pressure before the 

meeting started. 

In order to avoid any misinterpretation, the written participant consent form and the 

meeting were in German. The session was not recorded since there was no consent 

yet. 

5.2 Becoming ‘lean’ or not 

The following sections provide insight into how lean was introduced and how the 

participants perceived it. This inquiry aimed to better understand the participants 

point of view and adequately frame the findings in Chapters 5 and 6. Statements and 

remarks that alluded to how participants experienced their lean journey by being 

exposed to lean were extracted, e.g., an increased understanding of lean, better 

understanding of colleagues, and more efficient use of work time. The participant's 

insight is described through the initial interview, action planning, action taking, focus 

group session, and diaries as input for the evaluation and specified learning step. 

However, the statement from the diaries did not reveal new information. Participants 

repeated their statements from the diaries in the focus group session.  

Participants claimed they had no previous experience with lean. This allowed the 

researcher to honestly use AR to engage participants and create a learning 

environment. Next, the shared stories are described chronologically across four 

cycles, each supporting them with the participants’ verbatim quotes. At the end of 

each cycle, a summary of the shared lean team experiences while engaging with 

lean will be provided, extracted from this round of data reviewing. Next, a discussion 

of the AR process's influences on the study is provided in Section 4.3. 
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5.2.1 Cycle 1 – January – May 2021 

Step 1: Diagnose - initial interview 

The actual AR process with the participants started with Cycle 1. After receiving the 

signed participant consent form, initial-semi-structured interviews were conducted 

prior to the interview steps described in Section 3.5.1. 

Initial interviews were designed to enable the researcher to (a) gain more insight 

regarding the environmental context, (b) to understand the participants’ current 

working practice, and (c) to get a sense of participants’ understanding of lean in order 

to plan the right actions. In addition, Susman (1983) notes that this is an opportunity 

to start shaping the relationship between the researchers and the participants.  

Nine interviews were undertaken individually, lasting between 30-40 minutes. The 

returned demographic surveys were reviewed before the interview session started. 

The interviews were conducted online while the participants were at home or in the 

office. Due to technical errors such as poor streaming quality and a missing camera, 

two out of nine participants could not activate their cameras. The researcher’s 

camera remained on for the entire interview time. The original interviews were 

designed as semi-structured interviews (Appendix 3) to guide the participants more 

informally through the questions by allowing them to express themselves. As it turned 

out, the interview became a more structured interview. The reasons were the 

hesitation in response, the online setting, and unfamiliarity with the researcher. 

Therefore, the question sequence was followed during all the interviews, and all 16 

questions were answered. The supplement/support questions (prompts) were applied 

in all sessions to ensure the same meaning as the main questions. 

As the participants gave permission, all the interviews were recorded and 

professionally transcribed. The demographic information for the participants’ profiles 

(Appendix 2) was received before the interviews and was separate from the 

transcription. 

The primary research aim is to explore how lean principles and methods can be 

transformed to meet the work expectations of Gen Y. Therefore, responses were 

reviewed and analysed in search of patterns, similarities, and differences in how 

participants understood lean. In addition, responses were compared across the 
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participants as to how they viewed their current work practices and identified 

problems and positive aspects in their current work setting. Responses were 

clustered into pre-defined themes based on the interview structure (Appendix 8). 

Table 11 is supposed to be an example of the participants’ responses. 

Interview questions Compiled answers 

The Participants’ characteristics in terms of work view 

What are the top three 
chief values or beliefs that 

guide you? – in your 
personal life – in your work 

life 

The majority of participants reported ‘honesty’, ‘reliability’, and ‘trust’ 
as the most important values. In regard to their personal life, they 

named them ‘family’, ‘openness’, ‘tranquillity’, ‘curiosity’, and 
‘friendship’. There was a wide variety regarding their work values, 

such as ‘performance orientation,’ ‘enthusiasm’, ‘teamwork’, 
‘efficiency’, ‘opportunity to grow’, and ‘being able to argue on a 

constructive level’. One participant valued ‘selfishness’. 

Are there any activities that 
you can undertake to 

increase alignment with 
your values? 

Participants gave examples, such as ‘Reliability: If I take a task on, I 
finish it.’ ‘Honesty: I admit if there is anything I can’t do.’ ‘Efficiency: I 
challenge the status quo in order to improve upon it.’ “Innovation: I 
look for cooperation with the development department and provide 
input.” ‘Trust: I don’t invent lies to cover up mistakes. You have to 

stay objective and be honest in your communication.’ 

What positive effects do 
your values have on the 

team? 

Participants were able to link their values to the team. Examples 
were: ‘There is a higher willingness to exchange ideas.’ ‘Other 

colleagues ask me for advice.’ ‘I think it leads to better teamwork.’ 
‘Leading by example leads to further team development.’ ‘“I think trust 

creates honesty which leads to respect and appreciation.’ 

What workplace behaviour 
do you appreciate most? – 

from your peers – from 
your manager? 

Except for one trait, participants did not differentiate between peers or 
managers when it came to work behaviour. They valued ‘openness’, 

‘cooperation’, ‘respect’, ‘sharing knowledge’, ‘being trustful’, 
‘appreciative’, and ‘reliable’. Only ‘feedback’ was stated as a desirable 

behaviour from the manager. 

How does your ideal 
workplace look like? 

Most of the participants never thought about how their ideal 
workplace would look like. After the interviewer gave examples, 

participants were able to answer. Several participants stated they 
would like to ‘work autonomously’ and ‘self-directed’ while ‘having 
different tasks’. Some would have liked ‘more customer contact’, 

while others work rather ’analytic’. Most of the participants envisioned 
‘working with people’ and in a place with ‘regular exchanges on a 
professional and private level’. Two participants would rather work 

from ‘small offices’ than from home. 

Lean Management Experience /Current State 

What are the top three lean 
principles, and methods 
that you are aware of or 

currently involved in? Can 
you please explain them? 

Participants stated having no ‘conscious lean knowledge’. However, 
some heard of several terms, such as ‘waste’, ‘PDCA’, or ‘CIP’. 
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What does cooperation 
look like within your team? 

All participants were referred to as being individual workers and 
pulling in colleagues as problems occurred. Considering cooperation, 
participants stated having ‘semi-regular’ or ‘regular meetings’ using 

MS Teams or ‘calls’. Some participants explained using their ’internal 
ticket system to see their backlog’. Overall, participants viewed 

themselves as ’having a fairly easy-going work relation’. Two or three 
were concerned that the team would evolve into ‘becoming lone 

fighters’. Another one stated, ‘If there are problems, we come 
together, but not everyone shares their knowledge.’ 

What does your optimal 
corporation look like within 

your team? 

Participants needed time to answer this question. The most common 
answers were ‘to be prepared for team-meeting’, ‘having some kind of 

knowledge management’, or ‘knowledge exchange’, ‘having clear 
roles and responsibilities’, and ‘working on the cause rather than 

symptoms’. 
Before answering the question, almost every participant emphasised 

that they felt like they were a ‘super team’. 

Could you please describe 
to me how your 

communication system 
works? – within your team 

– other departments – 

Participants reported having regular communication within their sub-
team and their department. In addition, they reported some regular 

communication with other functions and a monthly information 
meeting with their board. However, participants stated problems with 

the current communication structure, such as ‘We talk about 
problems, but nothing happens later.’ ‘We take a look at the KPI, but 

we do not visualise it or take action.’ 

What does optimal 
communication look like? 

Most of the team members wanted to ‘have enough time to share 
knowledge and deliver solutions’. Several participants would like to 
have the ’right person on the meeting’, ‘no parallel work conducted’, 

and ‘some sort of visualisation’. 

In regard to your job and 
the work, you are 
delivering, please 
elaborate on your 

experience regarding 
feedback given – feedback 
loop– positive- negative – 
the type of feedback- who 

is giving you feedback. 
Why? 

Participants reported having a positive experience with feedback. 
Almost all participants receive feedback from their managers, peers, 
or customer. The received feedback is in regard to ‘recognition’ or 

‘occurring handling issues’. However, they value feedback as 
‘constructive’ and ‘appreciative’. Most of them desire no changes in 

regard to feedback. However, two participants would like ‘more 
feedback, especially from their manager’ with the intent ‘to know 

where to improve upon’. Two other participants stated to receive only 
negative feedback. 

Are you self-directed or 
close supervised? - Please 

explain. 

All participants stated to be self-directed. According to the interviews, 
their ‘ticket system’ and ‘internal guidelines’ are utilised in order to 

organise themselves. Furthermore, participants viewed this as a kind 
of ‘trust’ and ‘appreciation’. However, they also raised concerns 

regarding this freedom, ‘It is sometimes difficult for colleagues without 
structure or guidance. A little more structural steering would be good.’ 

How do you feel about 
your work in terms of (a) 
sense, (b) objective, and 

(c) dealing with mistakes? 
Please describe your 

answer. 

All participants viewed their work as ‘meaningful’ because of the close 
‘customer relation’. Furthermore, half of the participants viewed their 

company product as ‘valuable for society’. 
Participants explained to receive their objectives from the ‘internal 

ticket system’ or from ’customer complaints’. No targets were set by 
the manager. Some participants even stated, ‘Goal setting is a difficult 

topic.’ 
The participants reported having ‘open communication in regard to 
errors within their department, not in the company’. However, they 
identified ‘no systematic process in regard to lessons learned’ or 

‘feedback if a solution is implemented’. 
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Do you know who the 
customer of your product 

or service is? 

All participants are aware of their customers, have frequent contact, 
and are able to name them. 

How do you know that you 
are delivering added value 

to the customer? 

According to the interviews, value-add is delivered by ‘getting positive 
feedback from the customer’ or by ‘closed tickets’. However, there 

was no mechanism reported. 

How do you ensure that 
the customer gets what he 
wants in terms of quality? 

Participants admitted to having no process or mechanism to ensure 
quality gets delivered to the customer. Answers were, ‘Sometimes we 
ask the customer,’ or ‘Try to think like the customer to understand his 

problems.’ 

In your view, what are the 
biggest challenges in your 

department? 

Participants differentiated between challenges within their team and 
company. Regarding the company, participants reported a ’missing 

product portfolio’, ‘being dependent on other functions’, and a ‘lack of 
alignment with other departments’. 

Considering their own team, more than half of the participants viewed 
issues as ‘missing knowledge transfer’, ‘no lessons learned’, and ‘too 
much individualism vs. teamwork’. Half of the team would focus on 

defining ‘clear roles and responsibilities’, ‘optimising their processes’, 
and ’improving their working methodology’. The other half pointed out 

to ‘improve their team communication’ and ‘focus on generating 
results’. 

Table 11: Compiled interview outcome 

The interview data were condensed and clustered into ten themes (1. self-directed 

vs. supervised, 2. sense–meaningful work, 3. building quality into the process, 4. 

communication, 5. dealing with mistakes, 6. working on values, 7. ideal workplace 

behaviour, 8. corporation within the team, 9. target-setting, 10. feedback), and 

presented to the team online as preparation (see Appendix 8) for the second step in 

the AR cycle. Participants were interested but mainly listened to the outcome 

presented at this stage. The outcome was sent to the participants for review after the 

online meeting. 

The outcome of the interviews served as input for the next step of action planning to 

select lean principles and methods. 

Step 2: Action planning 

In step two, the action planning took place. The intent was to evaluate the lean 

principle or method to start with and have a roadmap for the remaining AR cycles. 

This approach was chosen because of the time restrictions from the participants' side 

and due to the lack of accessibility of the participants being present due to COVID-

19. The planning took place at the participants’ facility. It was the first time that the 

participants and researcher met physically. In order to utilise the best time, action 

planning and action taking took place in the same setting. The duration of both steps 
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comprised 12 hours of consecutive days in March 2021. Eight participants were 

physically present.  

The action planning started with reviewing the participants’ responses to the 

interviews as a team. First, the team prioritised the interview themes into three sub-

teams according to their assigned tasks. Second, the entire team discussed the 

themes in order to reach the same understanding of them. Third, the themes were 

prioritised throughout the research cycle by the team. 

Due to the lean and Gen Y theory, the researcher recommended lean principles and 

methods based on the literature findings and her own experience. The reason for this 

approach is that there are numerous lean principles and methods. Therefore, 

selecting specific methods and principles is based on a specific challenge or 

problem. This approach ensures a higher probability of lean acceptance because the 

appropriate principle and method were applied.  

The overall output was a prioritised action plan for all four planned action-taking 

sessions, as displayed in Fig. 9. To clarify the figure: (1) the left side with the heading 

prioritised themes emerged from the interview displays the clustered ten themes as 

output from the interviews. The numbers within the themes illustrate the team's 

prioritisation (1 as the highest prioritisation and 5 as the lowest) according to their 

main challenges at work. That means themes without a number were not included in 

the AR cycles due to the agreed time duration for the research. (2) the heading 

prioritised action plan for four AR cycles presents the chosen themes, including 

ranking according to the team's prioritisation. The themes within the four blocks 

represent the topics for the four cycles to be used for the lean implementation. (3) the 

heading lean methods presents the utilised methods per theme and cycle. (4) the 

heading lean principles indicate the principles used in the four cycles. The arrow 

indicates in which cycle the principle was pulled in.  
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Figure 9: Prioritised action plan for AR 

The first method regarding lean implementation was Shop floor management (SFM), 

a feedback system that emphasises transparency, collaboration, communication, and 

productivity. The first principles were respect for people and continuous improvement 

(CIP). Principles include people in decision-making to permanently improve their 

service, product or team capabilities (Chapter Lean 2.3.5). Appendix 13-14 includes 

the first action planning design protocol and participation list. 

Step 3: Action taking 

Step three in the AR cycle is the actual action-taking, known as the intervention. The 

step includes moving from the current state to the desired state. Based on the 

researcher’s recommendation, the team agreed to implement SFM first while 

simultaneously incorporating the principle of respect for people and striving for 

perfection, which is continuous improvement. Appendix 19 includes flipcharts that 

were initially created during this session. 

The session was opened with an overview of lean background, its intent, principles, 

and methods. In order to make the content more comprehensible, a simulation-based 
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exercise on waste was conducted. Participants were engaged and made jokes during 

the simulation. Next, the context and explanation for SFM were provided. 

After a question-and-answer session, the participants started to design their SFM. In 

line with the traditional SFM, the team identified their daily task in relation to the 

output for quality, delivery, productivity, and people. In other words, they captured 

activities the team undertook that served the customer as well as the goal of the 

department. It also included key performance indicators and team climate. Finally, 

due to the researcher's input, the team decided on a visual management system and 

daily communication.  

This was a time-consuming part of the action-taking because the participants needed 

to align within three sub-teams about their understanding of measuring their daily 

performance and why. Since this was a new approach for the team to break down 

their activities into an actual tangible or intangible output, there was concern about 

whether this was even possible. Also, a discussion arises of whether it would be 

necessary to meet on a daily base and discuss the activities. This was a back-and-

forth process to explain and discuss the elements of SFM, intention, and expected 

outcome between the researcher and the participants. It also discussed the 

importance of visualisation and daily meetings to harvest the benefits of SFM, as 

found in the literature (Chapter 2.3.6 Lean Methods). Participants doubted whether 

SFM would benefit them ‘I don’t want to be critical, but I think we should only meet 

weekly. It is a big-time commitment to meet daily. I do not see the difference between 

daily or weekly meetings.’ (s-t 2, EE). 

Finally, after reaching a consensus, the team carefully identified any existing systems 

that might be affected by the future SFM implementation to ensure seamless 

integration. Already existing systems were communication routines within the team, 

organisation, and existing KPI.  

The main elements for the SFM (Appendix 19) until the end of the first intervention on 

a team level were: 

• one page with a statement codifying the agreed team values of how they want 

to work together 
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• a set of daily activities aligned to the output of quality, delivery, productivity, 

and people, developed by the team itself and not assigned by the head of the 

department.  

• the development of KPIs would indicate how well the team is doing with their 

activities and continuous improvement and team climate. Examples of these 

measures were: Safety – observed breaks; quality – number of cases in 

progress; people – time account; delivery – number of complaints waiting. 

Targets were agreed upon by the team and the head of department 

• an additional page was added to identify actions for continuous improvement if 

the agreed target was not met. 

• a daily 30-minute calibration meeting via MS Teams instead of a meeting 

where everyone was physically present due to the pandemic to check and 

discuss the daily progress. 

• an assigned moderator per sub-team to ensure timekeeping and making 

notes. 

Traditionally, the visualisation occurs through physical boards where team members 

come together to discuss their daily performance and decide on necessary actions to 

move forward. The regulations emanating from the pandemic made it necessary to 

visualise the board in MS Teams to manage the issues. Fig. 10 illustrates a simplified 

SFM board created to explain a board's elements.  

 
Figure 10: Simplified SFM board 
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SFM was the building block for continuous improvement and respect for people. The 

team moved on to define their unified teamwork values as part of the respect for 

people principle. A set of statements has been identified and agreed upon as a team, 

for example, being respectful, honest, motivated, and trustworthy (Appendix 19), and 

visualised on their SFM board. Furthermore, there was consensus among the 

participants to be a very functional team, to help each other out, and to respect each 

other’s weaknesses and strengths. ‘We are a very good team, and we respect each 

other. There is really no need to work on that, we have other problems.’ (s-t 3, HH) 

The problems were referred to collaboration with other business departments, e.g., 

research and development, and the long duration until customer issues were solved. 

Therefore, the team saw no need to work further toward the respect for people 

principle. The researcher voiced her concern about this approach and repeated the 

definition and intent of this principle. Participants agreed to revisit the principle of 

respect for people throughout the four AR cycles rather than put it aside.  

The discussion for CIP seemed to go easier. However, it became more circular in 

that some participants believed they had no time for CIP, or others expressed that 

they needed other departments, e.g., research and development or sales, to help 

solve their problems.  

Finally, there were three different approaches among the three CIP sub-teams. 

• Approach 1: One team integrated continuous improvement as part of their 

daily activities and, therefore, measurement systems under the letter people.  

• Approach 2: Another team decided to consciously hold a weekly CIP meeting 

to discuss and review topics besides issues that could come from the daily 

SFM meetings.  

• Approach 3: The third team decided to use CIP as part of the daily SFM 

meeting, and the team members would immediately review ideas with the 

team if they could not meet their agreed target. This approach was undertaken 

by the other two sub-teams as well. 

Overall, the action-taking step gave the participants a collaborative team experience 

because it was an interactive design. As expected, the first meeting started like a 

business meeting. Given the team’s lack of experience in lean, it was expected that 

they would be more listening at the beginning of the meeting. However, after a 
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couple of hours and especially after the first team interaction, participants were active 

and willing to share their thoughts on implementing the introduced lean methods and 

principles. However, some participants seemed more open to learning than others 

while asking honest questions or suggesting solutions. Others seemed more critical 

by finding reasons why the chosen principles and methods would not work. One or 

two participants seemed to be quieter by nature. The team listened to and involved 

everyone’s opinion, especially during the discussion of how to implement SFM, CIP 

and respect for people in their assigned sub-teams. It is worth noting that the entire 

team included the researcher quickly by being very open in their conversation. That 

means there was no indication of polite avoidance of any issues. In addition, the 

head of the department was considered part of the team with an equal voice. In the 

end, participants agreed to implement lean into their daily work.  

Step 4: Evaluating 

Step four evaluation consists of reviewing the consequences of the action-taking and 

identifying common themes. The success of the implementation is determined by 

various aspects, such as acceptance of the participants, becoming a habit-forming 

routine, and whether it limits the issue in question.  

Whether the deployment of SFM, respect for people, and CIP, response to the Gen Y 

work expectations can only be determined by evaluating the implementation by 

interpreting the participants’ experience along the journey. Participants contributed to 

the evaluation through individual thoughts, perceptions, and experiences via a 

weekly diary. Furthermore, to capture the team’s opinions, a focus group discussion 

took place to evaluate the appropriateness of the first action taken through the Gen Y 

lens.  

The focus group took place in May 2021 and was scheduled for 90 minutes. The 

session was divided to cover the evaluation and learning steps as requested by the 

AR cycle. It took place two months after the first action-taking step to give the 

participants time to understand the method and principles while using them. The 

focus was on SFM and continuous improvement. The session was conducted online 

because the Government regulations concerning the pandemic did not allow the 

researcher to travel, and according to the law, mobile work was mandatory.  
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Due to technical errors, one participant could not connect ten minutes into the 

meeting. Another participant was excused because of urgent customer problems. 

Overall, seven participants were virtually present. All cameras remained on for the 

entire time. Guided questions were developed in advance and systematically 

arranged to structure and stimulate the conversation simultaneously (Appendix 11-

12.). Discussion points were perception, acceptance, and application of lean with a 

focus on SFM and CIP. There was a particular interest in seeing whether their work 

practices had changed, what participants liked or disliked during their lean 

experience and the reasons for it, and, lastly, what possible modifications under the 

view of Gen Y needed to occur. Supplement/support questions were applied when 

necessary to ensure more detailed answers. The session was recorded, transcribed 

and then analysed. 

Since the focus group setup was online, a nonresponse due to multitasking, such as 

answering E-mails, was considered. Interactive parts were designed into the focus 

groups to stimulate the discussions. Also, from the experiences of the initial kick-off 

(Section 4.1 contextual background), the researcher anticipated a more substantial 

moderation role rather than a lively discussion. The discussion, however, was very 

focused, and each participant answered the discussion point the researcher asked. 

Also, the researcher needed to call the participants by name at the beginning to start 

the conversation. The focus group session started with an interactive check-in of the 

participants and a reflective framing of lean. It went on to the discussion points and 

ended with the researcher thanking the participants for their time. 

This reflection process helped each team examine and understand how lean and 

more specific SFM and CIP worked within their teams while reflecting on their 

experience with the methods. For example, two of the three teams identified SFM as 

a ‘very good method that will help the department to make progress’ (s-t 1, AA) while 

stating SFM as ‘very positive in my point of view’. (s-t 2, DD) The statements 

indicated some team progress in regard to collaboration and performance and a 

perceived individual benefit. The third team was more conservative with their 

statements. ‘I think it is a good method, although we were not able to conduct it every 

morning. Furthermore, we needed more time to go through our topics.’ (s-t 3, GG) 

While the other two teams were very enthusiastic in their reporting, it created an 

honest curiosity by the third team to learn how SFM was conducted within the other 
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two teams. They quickly learned that both teams were conducting SFM within the 

agreed structure, such as an appointed moderator, as a daily routine, discussing their 

problems and having follow-up actions. However, the third team already did not 

follow the agreed-upon structure. 

Nevertheless, hearing about the other two teams resulted in a refreshed motivation to 

apply it correctly to gain the benefits the others shared. The team appointed the 

integration of soft factors such as team atmosphere or health as a significant benefit, 

e.g., taking breaks or feeling stressed or overburdened. ‘It is nice to hear about the 

relatively soft factors, such as mood and workload, during the SFM meetings. These 

topics are usually not as transparent, but now they have become beautifully 

transparent.’ (m, II) (Researchers remark: Not knowing at this time, but soft factor or 

mindfulness were umbrella terms and were often used interchangeably by the 

participants to express empathy and be considerate of each other regarding feelings 

and workload).  

It is worth noting that one team realised that they already had more lean experience, 

having unknowingly used some of the tools previously (as stated in their interviews). 

‘Our group already did a similar format the whole time. We spoke daily and screened 

our KPI. New is definitely, the soft factor. We get more involved in personal things, 

which helps to understand what our colleagues are going through.’ (s-t 1, AA) This 

revelation might explain the quicker adoption of methods and principles in, handling, 

and commitment of this sub-team to lean compared to the other two. This sub-team 

seemed to start from a higher practical level of lean application than the other two 

teams and could utilise lean to a higher degree. 

Regarding the teams' evaluation of CIP, the overall opinion was positive in that all 

participants liked the concept. However, the team’s perception of how to perform CIP 

was one of the uncertainties in that sub-teams struggled with finding small 

improvement opportunities, contributing to incremental gains. The team’s natural 

tendency was to look for significant improvements, which, unfortunately, were out of 

their control to implement. Because of this, the teams neglected routine daily CIP by 

not doing it. The following samples of the focus group session illustrate the teams' 

issue with CIP. ‘I like CIP as a concept or idea very much. However, I have a hard 

time identifying small improvements. I do not know whether this is based on my inner 
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attitude, but I rather look for big improvement opportunities.’ (s-t 2; 3 FF) Another 

participant commented, ‘CIP makes sense. We identified CIP very quickly at the 

beginning, but we ran out of improvement opportunities. Know we need other 

departments to do it with us. Unfortunately, CIP it does not work the way it should.’ 

(s-t 2, DD) 

Step 5 – Specified learning 

The last step of the cycle focuses on specified learning. It occurred in the same focus 

group setting as the evaluation described above. The guided questions focused on 

learning regarding SFM and CIP and possible modifications under the view of Gen Y.  

Participants felt the development of a collective exchange environment included a 

better understanding of the individual team member’s problems regarding personal 

and professional topics. They viewed SFM as a ‘structured start into the day’ (p, EE) 

and learned it helped them to ‘prioritise their tasks’. (p, AA) Almost all participants 

learned how ‘transparency’ supports them to ‘focus on results’.  

‘SFM is really a quick way to understand where you stand. I really 

appreciate it. It focuses on KPI, information but also on the soft 

factors such as workload.’ (s-t 1, CC) 

Having a fixed time to conduct the daily meeting was an essential element and 

transparency in reviewing their information. However, according to possible changes 

to be made, some participants would instead digitize the SFM boards to generate 

better reports or to see trends. ‘Since you asked for a modification, I would rather use 

more technology. Analysing our tasks or KPI would require transferring the 

information into some technology tool. So yes, this I would change.’ (s-t 1, AA) Other 

participants saw a value in the physical board equipment with paper and markers to 

colour code and write actions.  

Generally, there were a lot of positive comments about CIP; however, participants did 

not schedule a defined time as agreed during the action-taking step. ‘We are 

motivated to do CIP. Therefore, we do not need a special time for it.’ (s-t 1, BB) 

During the session, participants started arguing about the advantage of assigning a 

defined timeslot to practise CIP. ’ think if we don’t have a problem, why come 

together? This would be a waste of time.’ (s-t 3, GG) Remarks were made to come 
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together only when problems occurred. ‘My idea would be to ask the group at the 

beginning of the week if they have any topics for CIP. If they do, we should come 

together otherwise, not.’ (s-t 1, AA) However, most team members did not follow up 

on CIP or implement any actions. The lack of reserved time and the belief that there 

were no problems in the team inhibited the ability and willingness to get involved in 

CIP at this stage.  

At this research stage, participants did not yet understand the idea behind CIP. 

According to Imai (2012) and Liker (2008), improvements shall be carried out 

continuously because the effect is big despite the small improvements. In addition, a 

process for CIP should be established in order to monitor the implementation of CIP. 

The intent is to develop a learning organisation through relentless reflection by 

viewing mistakes as opportunities for learning. Also, participants acknowledged the 

integration of CIP and SFM as a key because the transparency of performance 

indicators and daily communication about it triggers an action to become better in an 

aligned way. ‘I can definitely see that CIP and SFM belong together.’ (s-t 2, DD) 

Overall, utilising the principle of CIP did not work out for all the teams. As described, 

one sub-team reported running out of topics they could improve. Another sub-team 

explained that they did not schedule sufficient time in advance for CIP. This made it 

challenging to integrate CIP during the workday. All teams reported not following up 

with solutions when targets were not met, as identified by the SFM meeting as part of 

CIP. 

The participants received the implementation of SFM very well. In particular, the 

integration of the soft factors. Also, one sub-team seemed to have a more 

challenging time implementing SFM due to its neglect of the structure.  

From Cycle 1 on, the introduced method SFM and the principles of respect for people 

and CIP were part of the entire stages of the research.  

 

 



 

PhD H Pschibilla.doc 162 

Cycle 1: Summary 

First, a description of the first AR cycle, including utilisation of AR, the participants’ 

actual lean experience and a selection of participants’ key statements were provided.  

The lean principles and methods introduced for this cycle were SFM, CIP, and 

respect for people. Participants perceived themselves as being respectful and saw 

no need to work further towards respecting people's principles. Participants agreed to 

revisit the principles throughout the AR cycle. Table 12 provides a summary of the 

shared team lean experiences. 

In summary, Cycle 1 was the beginning of the AR with the participants. It went 

through a comprehensive diagnosis and action-planning session with the 

participants. Furthermore, it raised their awareness for lean by implementing SFM 

and CIP. This cycle indicated that the participants embraced the facets of SFM even 

though it had not yet become a habitual process. In particular, one team immediately 

strayed away from its standard deployment. The challenges arose during the 

implementation of CIP for almost all participants. Regarding lean and Gen Y, Cycle 1 

started to reveal lean aspects that agreed with the Gen Y work expectations. First, 

individuals assessed the structure transparency and the daily communication of SFM 

as beneficial. Generational authors, such as Usmani et al. (2019) and Jagnani and 

Achhanani (2019), have linked structure as the desired work condition. Daily 

communications support a structured approach and the expectation of teamwork 

(Kian and Yusoff, 2012; Jagnani and Achhanani, 2019). 

On the other hand, at least one sub-team did not see the value in SFM. However, 

they failed to follow the given structure despite one of the team members being part 

of sub-teams 2 and 3. Furthermore, one participant remarked on incorporating 

technology for SFM, such as digitalising key performance indicators. Second, CIP at 

this research stage did not seem to correspond with Gen Y's work view. However, it 

was too early to understand why. Third, respect for people was seen as already 

embodied in their team. This opinion might be justified considering the early stage of 

the research. It means it is human to present the best side of oneself in the presence 

of a stranger; in this case, the stranger is the researcher. Nevertheless, the benefit of 

soft factors in lean was acknowledged. 
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 Introduced lean 
principles and 
methods 

Changes within the team based 
on observations and feedback 

Challenges or discouraging 
experiences 

Cycle 1 
themes: 

❖ SFM 
❖ CIP 
❖ Respect for 

people 

❖ Developing an exchange 
environment 

❖ Increasing awareness 
regarding professional 
and personal issues due 
to soft factors. 

❖ Two teams followed the 
structure and rules in 
SFM. 

❖ Structure and rules 
were not followed by 
one team. 

❖ Difficulties in finding 
small improvement 
opportunities 
regarding CIP. 

❖ No time was 
scheduled regarding 
CIP. 

Table 12: Common team lean experiences Cycle 1 

5.2.2 Cycle 2 – April – June 2021 

Step 1: Diagnose and Step 2: Action planning 

The themes that emerged from the diagnosis conducted in Cycle 1 were still valid for 

Cycle 2. With respect to the action plan, there was no redefining the agreed-upon 

action plan as described in Cycle 1. The planned method was process mapping. It is 

a prominent method of establishing a process while aiming at value-added activities 

by eliminating waste. The planned principle following waste elimination was value 

from the eyes of the customer. A principle that focuses on generating a product or 

service portfolio that meets customer requirements and for which the customer is 

willing to pay (Chapter 2.3.5. Lean principles). For preparation reasons, an E-mail 

was sent to the participants informing them about the next action-taking session 

regarding lean methods, agenda, and a link for process mapping software.  

Step 3: Action Taking 

The next action-taking session was process mapping. Unfortunately, due to COVID-

19, the action-taking step was conducted online, a significant deviation from how 

face-to-face process mapping should go. Understanding it would be challenging to 

run; the decision was made to conduct the online session because there was no 

foreseeable end to Covid restrictions. The challenges that needed to be overcome 

were teaching and conducting process mapping online. An additional challenge was 

teaching the special process mapping software MIRO. 
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The actual session started in April 2021, with eight participants calling in. In Cycle 1, 

participants were open and willing to learn and improve their process. The 

department head chose the process to be mapped. After teaching the methods, the 

team divided into three sub-teams and began mapping the process (Appendix 20). 

Sub-teams began defining functional areas, listing the process steps, and 

determining process lead time, followed by waste identification. Due to one member 

missing in sub-team 3, the head of the department joined their team. 

The virtual mapping process was rather exhausting because the software was new, 

and participants needed to familiarise themselves with it. However, the discussions 

held by the sub-teams were lively and interactive, and participants got into the 

conversation. ‘Very interesting to see what our process looks like. The duration of the 

process and their individual steps becomes clear.’ (m, II) The visualisation of the 

process opened team members' eyes to how the process flowed or did not flow. ‘It 

does give you something to think about if the process should be like this or where it 

could be improved.’ (s-t 1, AA) 

When the three sub-teams came back together, and the team identified value-added 

steps and waste in the process, the team members were amazed by how much 

hidden waste was contained within their task. Some team members refused to admit 

that specific steps were wasteful. Because participants are service-related, the 

customer was very apparent to them. This allowed for an easy acceptance in 

teaching customer value or value in the eyes of the customer. ‘I like that we need to 

focus on the customer.’ (s-t 3, GG) 

The following steps include process design focused on an ideal state or waste-free 

process. The discussion was not easy, but the reaction by the participants was one 

of high motivation in that they could see how smoothly the process would flow 

without so many wasteful interruptions. ‘I would not have thought there was so little 

value-add in our process. It is nice to see the optimised process as a target to work 

towards.’ (s-t 2, FF) 

Furthermore, participants were highly motivated to define and work towards the ideal 

state process because their management empowered them. ‘I liked the participation 

to bring ideas in and see what the future process should look like.’ (s-t 1, BB) 

Participants found the discussion about lead-time beneficial to start seeing 
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improvement opportunities. ‘So far, we did not think about this. I think that might help 

us to improve upon it.’ (s-t 2, EE) 

When the action item list was generated, defining the roadmap towards the ideal 

state, team members began to realise and became somewhat disenchanted with 

how much work they required to achieve a waste-free process. Nevertheless, it was 

agreed that the action items list would be reviewed and progress made daily through 

the SFM meeting. It was also agreed that for process mapping and improvement to 

become a habitual method, the team would map and improve one process per month 

as part of CIP.  

Overall, the process mapping method was hugely successful despite the challenges 

of conducting sessions online in a virtual workshop. Participants saw the value of 

transparency and waste elimination as beneficial, and they acknowledged that being 

empowered by management to design their process was highly motivational. 

Step 4: Evaluation and Step 5: Specified learning 

Both steps were conducted the same way as described in Cycle 1. No changes were 

made in the design or execution of the step evaluation and specified learning. It was 

still designed to explore how the participants perceived, accepted, and applied lean 

and whether it changed their work practice. In addition, what participants liked or 

disliked and possible modifications in lean under the view of Gen Y. It is important to 

note that the first discussion regarding the pending sale of the business unit and their 

department started. The researcher knew the team was in a critical transition that 

might affect their professional and personal lives. The focus group took place in June 

2021 and was scheduled for 90 minutes, and eight of nine participants were virtually 

present.  

Participants had a more practical understanding of the principles and methods in the 

second reflection phase. Their feedback was more descriptive and detailed than in 

the first round. However, it became noticeable that one of the three sub-teams had 

more difficulty implementing the agreed-upon topics. Their reflection mainly consisted 

of listening and agreeing to the other two sub-teams but adding no new input. 

However, a participant (p, FF) suggested having designated time for CIP or not 
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scheduling other meetings during the SFM time as experienced in s-t, 2. The other 

team member from s-t, 3 acknowledged it. 

Furthermore, one participant (s-t 3, HH) seemed to have left the study. This 

observation was based on missing diaries, being absent in the reflection or action-

taking sessions, and no response to E-mails. This one participant disappeared from 

the research and the research team without comments.  

However, the tone of the other two teams was more insightful regarding the lean 

topics, and there was a new appreciation of the benefits lean generated for the team. 

One team recognised, ‘We got a more methodical approach, and because of our 

discussions with you (researcher), we got deeper into the topic and saw more 

possibilities to use lean.’ (s-t 2, EE) Another participant explained how their 

experience with lean has shifted along with improved performance. ‘I actually hated 

the physical colour coding during the SFM, but suddenly I realised: It did help. First, I 

thought: O.K., let's do it and see whether it helps. I have to say; it was most 

impressive to say that it works and helps. Even more so, almost every one of our 

sub-team gave feedback because of the colour coding, and, therefore, transparency 

helps to become better. I have to admit I think we got better. Also, the communication 

improved very much because we were talking about the performance status in the 

SFM.’ (s-t 1, AA). These remarks showed how this sub-team became comfortable 

with lean. In fact, according to Bhasin and Burcher (2006) and Liker (2007), 

continued practical experience is essential to understand lean. It supports the 

development of the mindset simultaneously. This became apparent with this sub-

team. 

Furthermore, there was a shift towards more action-taking and a higher awareness of 

taking control of their daily problems. ‘I just started to break my task down in very 

small pieces. Next, I put an alert into my Outlook in order to work on them daily. This 

helped to finish my tasks. You have to do it daily because time is running out at the 

end of the week.’ (m, II). This seemed to indicate a shift in working patterns and 

thinking compared to the first cycle. Participants reported being more sensitive to 

waste within their work and the work coming from others. “Yes, we knew our most 

significant waste but never tried eliminating it. Now, because of the transparency on 

the board, you see it daily. Well, you kind of have to do CIP and try to eliminate it.” (s-



 

PhD H Pschibilla.doc 167 

t 2, EE) Other participants added to it, ‘Transparency in SFM made problems visible. 

We intervened with the idea of CIP as long as we finally got a green status on the 

board. This was one of my first successful experiences and my champagne moment.’ 

(s-t 2, DD) In summary, participants acknowledged a better CIP experience than 

Cycle 1. While they still had some minor issues implementing CIP, the comments 

reflected an understanding of its use.  

Similar to the first focus group session, participants were even more impressed with 

the incorporation of soft factors, especially during the SFM. They felt more ‘open’ with 

each other and started to actively help each other with the workload or even personal 

issues. Regarding modifications, two participants pointed out that they prefer to use a 

technology approach for SFM. ‘I said it the last time as well, I would digitize the 

performance indicator to a virtual cockpit.’ (s-t 1, AA) Another participant said, ‘I 

agree, I think more technology would be useful because I like it.’ (s-t 2, EE) 

Participants continued to describe the principles of respect as common sense and 

something they had already practised. The team also reported challenges in dealing 

with process mapping. They acknowledged the visualisation of the methods as a “big 

help” (s-t 1, BB) but critiqued it as ‘too complicated to do’. (m, II) However, 

participants had no idea how to modify it. 

Furthermore, the participant's perspective was ‘that it takes too long until you see 

improvements’. (s-t 3, GG) They viewed the method to be highly challenging in 

regard to conducting it. However, participants shared that ‘through visualisation of the 

process, waste awareness has increased’ (s-t 1, CC). Despite individuals' progress 

with CIP, the entire team continued to be challenged in routinely making minor daily 

improvements.  

From Cycle 2 on, the introduced method of process mapping and the principles of 

waste elimination were part of the entire stages of the research. 

Cycle 2: Summary 

First, a description of the second AR cycle, including utilisation of AR, the 

participants’ actual lean experience, and a selection of participants’ key statements 

were provided. 
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The lean principles and methods introduced for this cycle were process mapping, 

value in the eyes of the customer, and waste elimination. The principles of value in 

the eyes of the customer came naturally to the team because they corresponded with 

the customer daily. However, getting the team to learn to see waste and define 

customer value was challenging because they were so close to the customer that 

they felt they already knew it. Table 13 provides a summary of the typical lean 

experiences. 

In summary, Cycle 2 introduced process mapping as a new method while still 

applying the principles and methods from Cycle 1. There was a noticeable shift in the 

participants' view of lean, transitioning from simply liking the concept to beginning to 

see the benefits resulting from the implementation of it. In addition, a shift in the 

participants' way of performing work was also reported. This shift in work habits 

indicates that the participants were beginning to grasp the meaning behind the 

concepts of lean truly. Challenges that arose included the slow adaption of newly 

introduced methods such as process mapping. Also, CIP still proved to be a struggle 

for many team members. It became highly apparent with one team's subtle 

abandonment in embracing lean. For example, one participant did not attend the 

focus group sessions or send in any diaries. In mid-June, he left the study. 

Further, sub-team 3 did not follow up on any actions despite one participant being 

assigned to sub-teams 2 and 3. He was unable to transfer the lessons learned into 

sub-team 3. While viewing lean through a generational lens, the first pattern 

emerged. Like SFM, process mapping provided structure and transparency and 

fostered collaboration within the team. In addition, it was highly beneficial to the 

participants that lean provided soft factors into their work instead of a perceived 

performance-driven day. 

Furthermore, the desire to include more technology in the lean approach seemed to 

align with Gen Y's affinity for technology (Kian and Yusoff, 2012; Jones, 2018; 

Tripathi, 2019). Principles such as waste elimination and value in the eyes of the 

customer seemed to support the desire to do meaningful work. In contrast, lean 

aspects that reinforce a long-term orientation (Liker, 2004), such as CIP or 

implementing action to create process flow, seemed to reflect Gen Y impatience and 
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their desire for instant gratification (Ng et al., 2010; Smith and Galbraith, 2012). This 

Gen Y characteristic is likely to contradict the principles of CIP. 

 Introduced lean 
principles and 
methods 

Changes within the team based 
on observations and feedback 

Challenges or discouraging 
Experiences 

Cycle 1 
themes: 

❖ SFM 
❖ CIP 
❖ Respect for 

people 

❖ Developing an exchange 
environment 

❖ Increasing awareness 
regarding professional 
and personal issues due 
to soft factors 

❖ Two teams followed the 
structure and rules in 
SFM. 

❖ Structure and rules 
were not followed by 
one team. 

❖ Difficulties in finding 
small improvement 
opportunities regarding 
CIP 

❖ No time was scheduled 
regarding CIP. 

Additional 
themes 
added in 
Cycle 2 

❖ Process 
mapping 

❖ Customer value 
❖ Waste 

elimination 

❖ Becoming more structured 
and focused on their work 

❖ Gaining a deeper 
understanding of the 
methods and principles 

❖ Improving performance 
❖ Higher awareness of 

taking control over their 
daily problems 

❖ Higher sensitivity to waste 

❖ Implementing process 
mapping was viewed as 
hard. 

❖ Disillusioned with how 
much work lean takes. 

❖ Challenged in finding 
small improvements. 

❖ One participant has left 
the study.  

Table 13: Common team lean experiences Cycle 2 

5.2.3 Cycle 3 – June – August 2021 

Step 1: Diagnose and Step 2: Action planning 

Despite the pending sale, the team was willing to proceed with the agreed-upon 

themes that had emerged from Cycle 1. In addition, the diagnoses for Cycle 3 

included reviewing the data from the focus group sessions and diaries and then 

comparing them with the initial themes of the interviews and the prioritised action 

plan. The process involved listening to the focus group session one or two times. The 

intention was to understand whether new pressing challenges emerged that would 

justify changing the agreed-upon action plan described in Cycle 1. The diagnoses, 

including its findings and identified themes, were still valid for Cycle 3. 

Nevertheless, based on the feedback from reflection sessions, anchoring CIP as a 

habit was extremely difficult for participants. Furthermore, the connection between 

the principles and methods seemed to be missing. This irritated the participants, e.g., 

not knowing how process mapping was part of CIP. Both points were built into the 

action planning. The action planning steps and actions to be taken later were focused 
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on PDCA and teamwork to bring all previous lean principles and methods together, 

especially CIP, into one holistic system. For preparation reasons, an E-mail was sent 

to the participants informing them about the next action-taking session regarding lean 

methods and agenda.  

Step 3: Action taking 

The action-taking session took place with seven participants at the participants' 

facility in June 2021. Compared to the other cycles, the team atmosphere became 

even more open. Participants shared their frustration about the company’s future but 

were still very interested in the study's progress. Interestingly, participants started to 

see how the lean goal was not aligned with the company’s behaviour. Before the 

session started, participants discussed how lean would be a way to align a company 

in order to stay competitive. Furthermore, they noticed that the organisation 

somewhat neglected the principles of respect.  

The session began with reviewing previous principles and methods introduced to the 

participants. This review was conducted in a way in which participants had to explain 

the previously introduced concepts to each other, including the researcher, to form 

the same understanding of lean. Upon review, the researcher aligned participants by 

clarifying principles and methods and connecting them (Appendix 21). Earlier in the 

cycles, participants were reluctant to contribute to the discussion, but now, 

participants are voicing their thoughts by being part of a dialogue. Next, a simulation 

was introduced, exposing participants to PDCA. Participants' review of the PDCA 

was positive due to its simple-to-understand nature and systematic approach. ‘This 

method is straightforward and a simple approach for a team to define a problem, 

come up with ideas, and evaluate the ideas. I can see how the method helps to stay 

focused while working with different persons.’ (s-t 1, AA) 

The team was divided into their previous three sub-teams to determine where PDCA 

could be applied and how within their work. Due to the number of participants, the 

department head was appointed to sub-team 3. Intensive discussions arose within 

the sub-teams as to why PDCA would not work. ‘I don’t think we can find the time to 

come together once per week to use the PDCA to analyse and solve problems.’ (s-t 

3, HH). Another participant said: ‘I don’t think we have so many issues in our 

department that we have to come together as frequently as once per week or even 
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bi-weekly.’ (s-t 2, EE) Topics were discussed, such as not having the time to perform 

PDCA cycles and the need to pull other departments into the process. ‘I don’t know if 

we can use the PDCA in our department. We need colleagues from other 

departments for most of our problems.’ (s-t 2, DD). Participants denied that there 

may be problems hidden within their work. Participants tended to suggest that other 

departments contributed to most problems.  

The researcher was challenged with getting the participants to learn to see 

improvement opportunities within their areas of responsibility. This was achieved by 

reminding them they had previously identified opportunities within the interview and 

feedback sessions and during their daily SFM and process mapping session. By 

drawing their attention back to improvement opportunities within their area of control, 

which their team could work to improve, participants were willing to proceed with 

PDCA methods. Aside from this PDCA discussion, it became apparent to the 

researcher that someone with a robust lean background is essential for the whole 

process. In this case, the researcher's background influenced the process.  

Overall, the focus group session revealed that participants positively reviewed the 

introduction of PDCA in conjunction with teamwork. However, the realisation of the 

commitment, such as physical time in a weekly meeting, to practice PDCA routinely 

was a concern for the researcher as to whether PDCA would become a habitual 

process. Given the nature of lean and the company´s direction, participants were 

expected to have difficulty committing and effectively engaging in further 

implementation.  

Occurring incident  

The decision was made to sell the business unit or else dissolve part of the business 

unit. The department was affected either way. Before the next session, the 

department head informed the researcher and discussed possible implications for the 

study. The worst scenario entailed stopping the research immediately and conducting 

a final reflective interview. Ultimately, the decision of how to proceed rested on the 

team. The team, together with their head of department, agreed to complete the AR 

cycle. However, there was no commitment in regard to writing the diaries anymore. It 

was considered too much effort. The researcher was concerned despite the 

participants' agreement to continue with the AR. For one, the physical participation in 
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the focus groups and last action-taking session could decrease. Next, the follow-up 

regarding lean implementation might suffer, so participants would not want to work 

on improvement actions. 

Consequently, the collected data might not be sufficient or deep enough for an 

analysis. Therefore, the participants agreed to an individual reflective, unstructured 

interview with the researcher. According to the head of the department, the team 

responses were, ’I can still learn something,’ ‘I might use it for any future job,’ and ’It 

might still help us even now.’ 

Step 4: Evaluation and Step 5: Specified learning 

Both steps were conducted in the same way as described in Cycle 1. No changes 

were made in the design or execution of the steps evaluation and specified learning. 

It was still designed to explore how the participants perceived, accepted, and applied 

lean and whether it changed their work practice. In addition, what participants liked or 

disliked and possible modifications in lean under the view of Gen Y. The researcher 

was very well aware of the team’s critical situation and was grateful to proceed with 

the study. The focus group took place in August 2021 and was scheduled for 90 

minutes, and six of the nine participants were virtually present. Despite all these 

instances, the focus group lasted 90 minutes like the other two. 

There seemed to be a new dynamic regarding lean implementation in the third 

reflection process. The discussion seemed light-hearted, and the team was more 

comfortable with the reflection sessions. Participants' views were similar to those of 

the previous cycles. However, there was a new understanding of lean and a higher 

appreciation of how it impacted their team. ‘What was most profound to me is that 

you need to look holistically. What I mean is you need to optimise or simplify your job 

by streamlining it with the others without causing any additional effort. I like lean 

because I think this is how we tried to work anyway.’ (s-t 1, AA) Other participants 

demonstrated their understanding of lean by connecting lean principles and methods 

with outcomes, such as changed attitudes or work practice. ‘It is always somehow a 

question of respect. You cannot just simply hand topics over. You need to make sure 

your colleagues understand what is needed. For me, lean consists of fundamental 

values in regard to cooperation and not only at work. You should treat people 

sensibly and pass on your best results to those so that others can perform their job 
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as well.’ (s-t 1, CC). As in Cycle 2, the experience with lean increased, and 

participants gained a broader understanding of it. They expressed a positive feeling 

about it and valued how they should interact as a team. 

In addition, this third reflection session revealed some characteristics that 

participants particularly valued in lean. Several team members opened up and 

shared their views of work while comparing it with lean. Soft factors such as 

autonomy and responsibility were emphasised next to work expectations. Quotes 

from the focus group session showed their work expectation about lean clearly: 

“… working autonomously is actually very pleasant. I much prefer to 

do that than be presented with blunt topics that need to be worked 

through. (s-t, 2 EE) 

“… I really like the increase of personal responsibility, especially in 

CIP.” (s-t, 3 GG) 

“…you know what I really like are the soft factors. (s-t, 1 CC) 

There was a noticeable shift in patterns of interactions. Some participants were 

exceptionally positive when it came to SFM. ‘We find that it's just more fun doing your 

work this way because you can get faster results.’ (s t, EE). Their comments reflected 

a habitual process towards lean and, even more so, higher ownership for themselves 

and the teams. ‘SFM is part of the day. It is like brushing your teeth in the morning. It 

became normal. It was not like this in the beginning, and now I would not want to 

miss it.’ (s-t 2, DD). Participants became comfortable with lean and emphasised its 

effect on them. ‘I would say lean is definitely a holistic way of thinking. You create a 

lot of transparency about the task in the team. From my point of view, you also create 

a different identification and responsibility for your task. It feels like you take on more 

leadership yourself. Of course, you have your manager, but it does not feel externally 

controlled.’ (s-t 1, AA) As these comments indicated, lean enabled the participants to 

learn and develop new skills.  

While initial comments suggested that participants did not see any improvement 

opportunities in their work, they now gained a higher awareness of any ineffective 

work. ‘Lean has made me rethink my work and question whether it makes sense in 

how we do things. It led our sub-team to improve and introduce one or two new small 
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processes.’ (s-t 1, AA). Another participant added to it, ‘PDCA is actually a good 

method. It is a very structured approach to issues and leads you to implement 

actions.’ (m, II). As these comments indicated, the structure provided by the methods 

and the principles as guidelines fostered more proactive thinking for the participants. 

Despite the more positive feelings overall and the progress in shifting patterns into 

higher responsibility and different interactions among the team, CIP remained a 

challenge for most participants. It was still a matter of making it a habitual process 

and dealing with the pending sale. The team felt reluctant about CIP as it is contrary 

to the possible non-future of the company. ‘Nobody really wants to do CIP anymore. 

We have to face it. It is not worth doing it considering what happens to the company.’ 

(s-t 2, EE). 

Furthermore, some participants experienced challenges in conducting process 

mapping, as described in Cycle 2. ‘I liked process mapping. Still, it was exhausting to 

conduct it because I had two roles. Being the moderator and being part of the 

discussion. It was not easy to be in charge of both.’ (m, II) In addition, participants 

viewed process mapping as more beneficial within their partner departments. Time 

started to become a challenge for some participants but was not reported as a 

significant barrier. Similar to the previous cycles, participants of one sub-team were 

more hesitant to comment on their lean experience. Participants commented that 

lean should be introduced within the company to harvest the benefits.  

Cycle 3: Summary  

First, a description of the third AR cycle, including the utilisation of AR, the 

participants’ actual lean experience, and a selection of participants’ key statements, 

was provided.  

The lean principles and methods that were introduced for this cycle were PDCA with 

the principles of teamwork. Participants appreciated the ability to work collectively 

and not as individuals. Table 14 provides a summary of the shared team lean 

experiences. 

In summary, Cycle 3 introduced PDCA and created a linkage with the proceeding 

methods that were introduced. Participants began to recognise the principles behind 

the methods as significant by introducing PDCA and the continuous usage of SFM 
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and process mapping. Because of this, there was a significant shift in their 

willingness to embrace lean and improved collaboration with others. This further 

exposure to lean also allowed participants to acknowledge waste and opportunities 

within their work instead of merely pointing out opportunities and problems within 

others' work compared to the other cycles.  

Challenges associated with Cycle 3 included participants' perceived complexity 

regarding process mapping. The deployment of CIP continued to be a challenge. 

Although some team members showed signs of embracing these principles, other 

participants struggled because the company was not aligned with them. In addition, 

participants assigned to sup-team three continued to have a more challenging time in 

lean. Since Participant HH had left the study, whether this team came together to 

implement after the action-taking session was questionable. While viewing lean 

through a generational lens, patterns became more apparent. Lean aspects that 

created an environment where participants could exchange knowledge and 

collaborate were viewed as beneficial to the participants. It fostered their desire to 

work in a less hierarchical environment and to take charge of their tasks. The 

recurring patterns supporting this environment were transparency and soft factors in 

lean. This is in line with generational writers such as Kian and Yusoff (2012), Jones 

(2019), and Muskat and Reitsamer (2020). Similar to CIP, PDCA and process 

mapping reinforce a long-term orientation that seems to contradict Gen Y's work 

characteristic of being impatient (Ng et al. (2012).  
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 Introduced lean 
principles and 
methods 

Changes within the team 
based on observations and 
feedback 

Challenges or Discouraging 
Experiences 

Cycle 1 
Themes: 

❖ SFM 
❖ CIP 
❖ Respect for 

People 

❖ Developing an exchange 
environment 

❖ Increasing awareness 
regarding professional 
and personal issues due 
to soft factors. 

❖ Structure and Rules in 
SFM were followed by two 
teams. 

❖ Structure and Rules 
were not followed by 
one team. 

❖ Difficulties in finding 
small improvement 
opportunities regarding 
CIP. 

❖ No time scheduled 
regarding CIP. 

Additional  
Themes 
added in  
Cycle 2 

❖ Process-
Mapping 

❖ Customer Value 
❖ Waste 

elimination 

❖ Becoming more 
structured and focused on 
their work. 

❖ Gaining a deeper 
understanding of the 
methods and principles 

❖ Improving performance 
❖ Higher awareness of 

taking control over their 
daily problems 

❖ Higher sensitivity to waste 

❖ Implementing process 
mapping was viewed 
as hard. 

❖ Disillusioned with how 
much work lean takes. 

❖ Challenged in finding 
small improvements. 

❖ One participant has left 
the study.  
 

Additional 
Themes 
added in 
Cycle 3 

❖ PDCA 
❖ Teamwork 

❖ Acknowledging waste and 
opportunities within their 
own work as opposed to 
pointing out problems in 
other areas. 

❖ Questioning how their 
own work is conducted. 

❖ Increasing ownership and 
responsibility. 

❖ Simple process-mapping 
is conducted. 

❖ SFM as a habitual 
process. 

❖ Starting to embrace CIP 
❖ Successes due to 

transparency and 
communication. 

❖ Becoming more proactive 
and taking action. 

❖ Process mapping as 
being more beneficial 
within their interfaces 

❖ Challenge in practise 
PDCA routinely.  

Table 14: Common team lean experiences Cycle 3 

5.2.4 Cycle 4 – August – October 2021 

Step 1: Diagnose and Step 2: Action planning 

Upon the last cycle, the team was still willing to work on the agreed-upon themes 

emerging from Cycle 1. It was by coincidence that this method would be valid for the 

last cycle despite the sale of the business unit. In addition, the data from the focus 

group sessions were reviewed and compared with the interview's initial themes and 
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the prioritised action plan. Based on the feedback, most team members could see 

the connection between principles and methods but were overwhelmed and 

demotivated by the current situation. This was considered for action planning. The 

action-planning and action-taking steps were later focused on the Hoshin Kanri 

method, which occurred after the announcement of the sale of the business unit. 

Hoshin Kanri intends to link the goals and objectives of a company with improvement 

action. Because of the unforeseen future of the department due to the pending sale, 

a clear direction and objectives for the department were unclear. In order to motivate 

and inspire the participants to use Hoshin Kanri, the team decided to develop 

objectives in short-term six months rather than goals that would span two or three 

years. The direction for the next six months agreed upon by the team was (a) 

customer first - which meant no disruption to the customer despite the internal 

uncertainties, and (b) seamless transition – which meant ensuring cooperation to the 

best of the team's ability with the new company. This agreed-upon direction allowed 

team members to link goals to actions they could immediately benefit from. 

Step 3: Action Taking  

The action-taking session took place with six participants at the participants’ facility in 

August 2021. Initially, there were nine participants, but one participant was 

reassigned to be with the customer, another participant was out on sick leave, and, 

as mentioned, one participant left the study. The meeting began with the researcher's 

acknowledgement of the pending sale and a show of appreciation for their 

willingness to continue with the HK process. The atmosphere was low, and feelings 

were slightly down due to their unforeseeable future. However, the remaining 

participants were curious and willing to participate in HK. It is worth noting that the six 

participants implemented the most and were also fully engaged during the reflection 

session. Like Cycle 3, participants shared their frustration about the change and 

discussed job opportunities. One participant (p, EE) was very open and stated he 

was present in the action-taking session because he wanted to learn something. He 

did not believe in further implementation because the team began to dissolve due to 

searching for new job opportunities. 

The first step in introducing the Hoshin process began with training on the method 

and then demonstrating the linkage between HK and all other methods and principles 
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introduced thus far. A standard tool used in HK is the X-matrix, which is highly 

transparent and is a simple representation of the correlation between targets, actions 

and responsibilities, all in one sheet. The team was broken into two sub-teams, and 

they began to fill out the direction section of the X-matrix (Appendix 22). Two 

directions were given to the two sub-teams: (a) a seamless transition of their 

department through the pending sale, and (b) to ensure no disruption to the customer 

throughout the pending sale—sub-teams needed to determine what targets they 

could do to influence the achievement of this direction. The sub-teams came 

together, reviewed their results, made adjustments as a team and reached a 

consensus on the target. The following steps by the team included articulating 

specific actions required to achieve the targets.  

Despite the challenges associated with their professional life, there was a shift in how 

they interacted with each other. There was proactive thinking when participants 

shared their actions with the members of the other teams.  

The process led to a passionate discussion among the entire team, not only about 

the actions they came up with but also at a personal level. The team liked being 

empowered to determine actions they could control and directly contribute towards 

common goals. One participant said, ‘This was interesting to see how Hoshin Kanri 

links the vision and objective together.’ (m, II) Another added to it by saying, ‘The 

target setting became so much more realistic by involving the actual associates into 

it.’ (s-t 1, AA). The team better understood one another’s views on what the targets 

meant to each of them. Speaking for his sub-team, one participant stated, ‘We have 

different perspectives on what needs to be done. I think the engagement is very good 

in Hoshin. Not only in order to see how everything connects but also to give input and 

be part of the target-setting process.’ (s-t, 2 FF). In addition, the team could also see 

how the other lean principles complemented and supported the Hoshin process 

creating a holistic approach. Statements were made, such as ‘… interesting how 

SFM is somehow part of Hoshin and the other way around. Also, it is clear how CIP 

is necessary to get the actions completed.’ (s-t 1, CC) One participant connected 

even the principles of respect for people for the team. ’Yes, I can see if you don’t 

value respect for people participation or really implementing lean might not really 

work.’ (s-t, 2 DD), Considering how participants viewed respect of people in Cycle 1 

and still 2 (e.g., not needed because it is already part of their work), they gained 
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another appreciation of it. Because through Hoshin Kanri, participants understood 

what being part of the decision-making process meant.  

Team members were engaged and shared their thoughts. However, when the 

discussion shifted to implementing the action to reach their agreed-upon targets, 

participants became more silent and hesitant to commit. Finally, the team decided 

that senior management should approve their devolved targets and actions before 

implementing them. The team did not want to waste their time on actions that were 

viewed as valuable. 

Overall, the session was well received. There were lively and passionate discussions 

by participants, and the team could see the connections between the lean methods 

and the benefits associated with a holistic approach. One concern was about the 

perceived complexity of the X-matrix. ‘I liked the Hoshin process, but I think there is a 

better possibility to visualise the direction, targets, and actions. For me, it was too 

complex to understand at the beginning.’ (s-t 1, AA). 

Step 4: Evaluation and Step 5: Specified learning 

Both steps were conducted in the same way as described in Cycle 1. No changes 

were made in the design or execution of these steps. The discussion points were still 

participants’ perception, acceptance, and application of lean and whether it changed 

their work practice. In addition, any possible modification in lean under the view of 

Gen Y. The focus group in October 2021 was scheduled for 90 minutes, and 6 of 9 

participants were virtually present. Two participants had already left the department 

or company.  

Participants reported increased performance and higher social awareness within the 

team as one of the most significant benefits of lean. ‘Overall communication 

improved simply because there was an alignment every day at the SFM. We 

discussed topics we would not have reviewed otherwise because transparency had 

significantly increased.’ (s-t 2, EE) Another participant stated, ‘I do believe we 

simplified our work because of lean. Overall, we became much better.’ (s-t 1, BB) In 

addition, they saw higher social awareness as a significant outcome in lean because 

it strengthened the overall output of their work. They especially mentioned how 

respect for people is a part of it. ‘What we definitely noticed was not just to focus on 
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KPI but also to pay attention to each other and how we all were doing. It was a big 

benefit. I think it costs the company more if you don’t pay attention to it because 

people need to be seen and heard. I think the idea of respect for people is one of the 

main ideas in lean.’ (m, II). Alternatively, ‘I think we became more mindful with each 

other. These kinds of soft factors are important. I mean health and looking out for 

each other.’ (s-t 1, CC) 

While the focus group session progressed, participants reported positive experiences 

in how lean principles and methods changed their attitude and work view. ‘I like to 

work independently. What I found interesting is that the structure lean provided did 

not tie me up. It forced me to work towards the goals. If I think about it, one of my 

weaknesses is a lack of commitment and the ability to deliver on time. This is not 

possible in lean. It is transparent.’ (s-t, 2 EE). They remarked that autonomy and 

responsibility were substantial and that the patterns of interaction were productive. 

Their comments reflected an understanding that CIP in thinking and acting starts 

within themselves. ‘Especially autonomy and personal responsibility are 

strengthened with lean. It is what I value; therefore, I embrace lean. By reflecting on 

the different methods, such as SFM or process mapping, we greatly improved and 

fixed our problems. If I think about CIP or respect for people, we have changed how 

we do things. The customer perspective is a given in our department, so we did not 

have to focus too much on this. Lean does work, and I can highly recommend it.’ (m, 

II). 

Over time, participants became more accepting of specific ways associated with lean 

as they did not understand them in the previous cycles. ‘In the beginning, I was quite 

annoyed by some individual points, especially on small-scope improvements and a 

disciplined approach. But for me, at least, I understand it now. To focus on small 

improvements helps to keep an overview, and it has definitely helped with completing 

bigger tasks.’(m, II). 

They acknowledged how lean matched their work view and made positive remarks 

about embracing this way of working in the future. ‘I am a very structured person. 

Lean gives structure. This is precisely how I like to work.” Another participant added 

to it. (s-t 2, FF) ‘I think lean matches how I like to work. Especially the autonomy. I will 

definitely use some of the principles and methods for the future.’ (s-t, 3, GG) 
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The technology topic was also reviewed, and comments showed uncertainties about 

whether it would be beneficial to have in lean. ‘I can see why we should use paper 

and Post-it and colour code our progress, but I still think more digitalization would 

help for some methods. I would rather conduct SFM on a digital cockpit.’ (s-t, 2 FF) 

Another participant said, ‘I don’t know if I remember the process mapping session. I 

found conducting it online as not as beneficial. Some were working on their work 

issues instead of being involved in the session. Also, we were focusing on how to 

use the software instead of discussing the process steps.’ (m, II) A third participant 

raised his voice. ‘I do believe we like to use more technology. I use it all the time, and 

it makes work simpler; why not in lean, too.’ (s-t 2, EE). 

While the comments reflected mostly positive experiences within lean, the 

implementation of HK did not occur. Participants liked the idea of being engaged in 

goal alignment and having an overview of the combined goals and actions. However, 

there was no follow-through, and the alignment with their management did not occur. 

Furthermore, they expressed that lean could have another side. One participant 

stated in the reflection, ‘I find the whole thing quite ambivalent. Yes, of course, it is an 

unbelievable benefit and a nice sign from your management to be involved and 

empowered. Although, you do get a certain backpack of a task to work on.’ (s-t, 1 

BB) While participants viewed autonomy, empowerment, and being engaged in lean 

as being trusted, they also warned that it could create pressure. 

Overall, the responses were mostly positive. The team reflection indicated a shift in 

attitude as participants took ownership of their tasks and problems. There was 

proactive thinking compared to the first cycle, and the team confirmed an increase in 

their performance with the support of lean. Some participants struggled with the 

discipline and, therefore, implementation of lean. Most participants reported that 

using lean principles and methods changed their work practice.  

Semi-structured interview  

As described in Section 4.2.3, the researcher's concern was that the physical 

participation would decrease and participants would not focus as much on the lean 

implementation anymore. Therefore, as part of the last cycle, one unstructured 

interview was conducted with each participant (apart from the one who has left the 
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study) in addition to the focus group session to gain more insight and depth (Chapter 

3.5.1). 

Each interview was conducted via MS Teams as well. The interview questions were 

focused on participants' insights regarding the progress and change they witnessed 

and experienced within their team. There was a particular interest in whether the 

team members noticed a change in work practice or attitude. As described in Chapter 

3.8, the reflective interview was part of the members’ check and was, therefore, 

particularly valuable. The following open-ended questions were used for the 

interviews: (a) How did you experience lean overall? (b) How would you say it 

changed your or your team’s work practices? (c) What changes in attitude, 

behaviour, or interaction have you noticed in yourself or your team members? (d) 

What was a surprising experience regarding lean? The interview sessions took place 

in October 2021 and were scheduled for 30 minutes, and 8 of 9 participants were 

virtually present (Appendix 15-16). One participant has already left the company, and 

one other has left the department. However, both participants agreed to be part of 

the last interview. Next, the interview findings are described, which differ from the 

focus group conducted in October 2021.  

All participants primarily reported positive lean experiences. The most frequent 

responses were 

1. Transparency. The most influential work practice was the high transparency 

due to the different methods, such as SFM, process mapping, or HK. Several 

participants reported feeling motivated and liberated by the transparency in 

lean. Another participant felt gratification due to the visibility of success from 

simple improvements or fixing problems. The same participant was 

encouraged to work on more challenging tasks.  

2. Communication. The daily communication led to greater clarity and 

understanding regarding tasks or issues. Two participants appreciated an 

increased interaction with their manager and better integration throughout the 

department. ‘I liked [Name of Manager] presents during the SFM we could 

address question and clarify topics.’ (p, FF) 

3. Understanding of one another's role at work. Most participants reported a 

higher sensitivity to supporting other team members in their jobs and needs. 
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They shared to become more ‘understanding with each other while 

comprehending the other colleges' tasks and challenges better’. (p, CC) Some 

participants stated, ‘It was mainly the soft factors that got us hooked into lean.’ 

(p, II) 

4. Proactivity. Furthermore, half of the participants noticed a more proactive 

attitude and higher ownership regarding their tasks and commitment among 

the team members. For example, a team member took the initiative and pulled 

a team together to solve a recurrent issue. Another colleague observed this 

pattern several times and reported ‘that never happened before; he usually 

does not share his knowledge.’ (p, AA). He attributed this changed work 

attitude to the higher awareness of waste, respect for people, and CIP.  

5. Confidence. One participant described himself as having gained more 

confidence, which he exhibited when talking to others. He gained strength in 

defending his position due to his increasing knowledge of lean and, in 

particular, waste elimination and customer focus. Two other participants 

noticed and reported this attitude independently, stating, ‘This colleague was 

the most surprising and visible change.’ (p, II; p AA) 

6. Soft factors: Almost all participants recognised the soft factors in lean as 

unexpected. One participant noticed, ‘I would never thought that lean focuses 

so much on people. I liked that we cared about each other.’ (p, BB) Another 

participant described himself as becoming more patient. ‘You know, I 

recognised that we have team members who do not have as much work 

experience. We do need to help each other. I think the daily communication 

and transparency helped to see this.’ (p, EE) 

7. Managing tasks. Another example of a modified work practice was due to 

CIP. Two or three participants noticed that they got better at managing their 

quantity of ideas for improvements. They broke them down and worked on 

them ‘bit by bit’. (p, II) Another pattern was reported by serval participants to 

‘think first and act later’ (p, DD) with the structured help of the PDCA.  

In contrast, participants also raised concerns and critiques and shared their 

observations regarding possible failed implementation. Most comments were similar 

to the remarks during the focus group sessions and reflected similar observations 

from the researcher. 
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1. Difficulties in finding small improvements. Some participants still struggled 

with the idea of CIP, mainly to look for small improvements. They referred to 

‘an internal blockade to recognise small steps’. (p, EE) 

2. Missing implementation: Three other participants noted the lack of 

implementation in one of the other sub-teams. They observed an ineffective 

SFM, inertia in CIP, no attempt for process mapping, and, compared to the 

other participants of the other two sub-teams, no change in attitudes such as 

proactivity or increased ownership. According to these participants, one sub-

team did not show any improvements, whether in their KPI or their 

interactions. One participant of this particular team confirmed these 

observations and was also part of the last interview. He stated that he noticed 

no changes in his team, the entire department, or individuals. ‘Basically I´m a 

big fan of lean. I especially like the transparency. But unfortunately, I don’t see 

any changes in our team or department from it. Although I think lean would be 

very helpful for us. As previously mentioned, I think it should be applied across 

all departments. Mostly we have to do rework because of other departments.’ 

(p, GG). 

3. Team dynamics. This participant was uncertain about the reasons for the 

failed implementation. However, as the interview progressed, he reflected on 

his team's forceful and different personalities as one possible challenge in 

implementing lean. Furthermore, he confirmed a missing moderator and 

commitment to attending the daily SFM meetings by saying, “Not every team 

member was present because other departments overbooked them” (p, GG). 

Overall, the interview session confirmed the participants' and researcher's previous 

statements and observations throughout the AR cycles. It also revealed more 

detailed examples and surprising moments participants did not share during the AR 

cycles. Participants were more open to sharing observations they noticed about the 

other team members than in the virtual settings. Furthermore, there was evidence of 

participants' willingness to let go of previous assumptions or old work practices. 

There was a greater sense of interaction between the participants to (a) be more 

mindful of other colleagues' needs, (b) share information, (c) explicitly demonstrate 

transparency in their tasks and problems, (d) explore and solve issues on their own, 

and (e) questioning old habits and procedures than in the past.  
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Cycle 4: Summary 

First, a description of the fourth and last AR cycle, including utilisation of AR, the 

participants’ actual lean experience, and a selection of participants’ key statements 

were provided. In addition, a description of the final reflective interview was provided, 

supporting individual key statements and providing additional depth to the study. 

Table 15 provides a summary of the shared team lean experiences. 

The lean principles and methods that were introduced for this cycle were HK. 

Furthermore, the introduced lean principles and methods were connected. However, 

due to external circumstances, HK was not fully implemented. The six participants 

who participated in Cycle 4 did not follow up on their actions defined as part of the 

target setting. Senior management had not yet approved the developed team targets 

(see Cycle 4 action-taking). 

In summary, Cycle 4 was the last cycle conducted. It consisted of the deployment of 

HK. Compared to previous cycles, participants exhibited a renewed willingness to 

embrace methods and principles of lean. Previously, participants embraced lean as 

part of an exercise, but now, seeing the benefits, they want to take these new lean 

skill sets to their new jobs and professions. Through the repetition of implementing 

the lean concepts within their various cycles, a habitual process begins to form. This 

resulted in participants gaining confidence and a change in mindset regarding 

improving their work, which enabled them to become more proactive regarding waste 

elimination.  

The overall challenges involved maintaining the discipline to routinely perform the 

standard with the introduced lean principles or methods. Furthermore, participants 

became frustrated to be the only department to see the waste and work on it. The 

opinion was that the entire company should be involved in lean to identify and 

eliminate waste. Regarding lean and Gen Y work expectations, lean created an 

environment where participants were part of the decision-making process. Being 

engaged was viewed as desirable to Gen Y participants and is supported by 

Toresello et al. (2019). Participants viewed transparency as helpful because it 

enabled them to become more understanding and supportive of each other. Also, 

soft factors, in the context of health, being considerate and mindful were viewed as a 
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benefit. This might align with the Gen Y view of the employees’ well-being (Kian and 

Yusoff, 2012).  

In contrast, the required discipline in lean seemed to be a challenge for Gen Y. It 

might reflect their desire to be rewarded and recognised for their work performance 

rather than to work steadily and perhaps not on prestigious topics (Massingham and 

Chandrakurmara, 2019). Finally, integrating a higher degree of technology within 

lean was debated. Technology is often viewed as making work more efficient or more 

manageable. However, in the case of lean the focus on technology detracts from 

team discussion and interactions. 

 Introduced lean 
principles and 
methods 

Changes within the team based 
on observations and feedback 

Challenges or discouraging 
experiences 

Cycle 1 
themes: 

❖ SFM 
❖ CIP 
❖ Respect for 

people 

❖ Developing an exchange 
environment 

❖ Increasing awareness 
regarding professional and 
personal issues due to soft 
factors 

❖ Structure and rules in SFM 
were followed by two 
teams. 

❖ Structure and rules 
were not followed by 
one team 

❖ Difficulties in finding 
small improvement 
opportunities regarding 
CIP 

❖ No time scheduled 
regarding CIP 

Additional  
themes 
added in  
Cycle 2 

❖ Process 
mapping 

❖ Customer 
value 

❖ Waste 
elimination 

❖ Becoming more structured 
and focused on their work 

❖ Gaining a deeper 
understanding of the 
methods and principles 

❖ Improving performance 
❖ Higher awareness of taking 

control over their daily 
problems 

❖ Higher sensitivity to waste 

❖ Implementing process 
mapping was viewed as 
hard. 

❖ Disillusioned with how 
much work lean takes 

❖ Challenged in finding 
small improvements 

❖ One participant has left 
the study.  
 

Additional 
themes 
added in 
Cycle 3 

❖ PDCA 
❖ Teamwork 

❖ Acknowledging waste and 
opportunities within their 
own work as opposed to 
pointing out problems in 
other areas 

❖ Questioning how their own 
work is conducted. 

❖ Increasing ownership and 
responsibility 

❖ Simple process mapping is 
conducted 

❖ SFM as habitual process 
❖ Starting to embrace CIP 
❖ Successes due to 

transparency and 
communication. 

❖ Becoming more proactive 
and taking action 

❖ Process mapping as 
being more beneficial 
within their interfaces 

❖ Challenge in practise 
PDCA routinely  
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Cycle 4 Hoshin Kanri ❖ Increasing team-
performance 

❖ Gaining mindfulness for 
team issues 

❖ Improving cooperation 
within their team.  

❖ Improving the ability to 
manage work 

❖ Learning from each other 
and willingness to share 
information 

❖ Higher motivation 
❖ Increased confidence 

❖ Hoshin Kanri was 
stopped due to missing 
approval by senior 
management 

❖ Overall challenges 
involved maintaining 
discipline in routinely 
applying principles and 
methods 

Table 15: Common team lean experiences Cycle 4 

5.3 The influence of action research 

This section aims to lay out AR's influence on this research by illustrating the duality 

of the methodology: empirical research and a change management tool. It starts with 

an overview by providing examples of participation and collaboration as AR's main 

principles while acknowledging its duality. Furthermore, attention will be given to the 

role of the researcher in this study. A more reflective description of the researcher’s 

experience will be provided in Chapter 7.  

5.3.1 Participation and collaboration within the cycles 

Participation and collaboration took place on several occasions during the AR 

process. First, the AR process invited the participants to engage by raising their 

voices during the interviews as part of the diagnosis step. Second, participants were 

empowered during the action-planning steps by being part of the decision-making 

process. Third, participation was reached through training and open dialogue during 

the action-taking, evaluation, and specified learning steps.  

1. Engagement in the diagnosis step. As part of the diagnosis at the beginning 

of the cycle, the first interviews initiated the participants' involvement in the 

study and the learning process regarding lean. Besides, the interview allowed 

the researcher to gain more insight into the participants' current work practice 

and their understanding of lean (see 4.2.1 Cycle 1). It was the first conscious 

dialogue about lean and revealed the first patterns of their work practices by 

asking them how they work today, what they like, what they would change, 

and how they feel. It allowed the participants to start rethinking their current 
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work practices. The team's comments reflected their thinking process, ’I never 

really thought about how my attitude impacts other colleagues’ (p, EE) work,’ 

or ’Interesting questions to think about how it should be.’ (p, FF) Another 

participant stated, ‘We should take the time, document more, and share our 

knowledge.’ (p, AA) 

2. Empowerment through action planning. The action planning session 

allowed the participants to be actively involved by choosing the topics they 

viewed as the most pressing ones. Furthermore, participants' comments 

during the action-planning session indicated recognising the connection by 

linking the identified topics with the lean principles and methods. ‘I think I said 

in the kick-off meeting that I am not sure if lean could help us. But now, after 

walking us through the interviews and explaining lean, I think it might work in 

our department.’ (p, DD). This was important because the perspective of this 

study underscored that lean is associated with key aspects of work practices, 

including empowerment, participation, decision-making, and respect.  

3. Changes to work practices require participation and understanding. 

Therefore, participants reacted to the involvement and explanation with a 

higher commitment and understanding of why these lean principles or 

methods were chosen. Throughout the cycles, one or two participants were 

hesitant, ‘I don’t see how daily communication can help us with our problems, 

but let's try it out’ (p, DD) (Cycle 1, SFM), or, ‘Do you really need the lead time 

per process step? Ok, if you say it is easier to identify waste, we add it to it’ (p, 

BB) (Cycle 2, process mapping). Despite their hesitation, participants were 

willing to try methods or principles, even if they did not understand them 

immediately, because of the provided participation through answering 

questions.  

4. Participation through training and open dialogue. Specified and accurate 

training as part of the action-taking steps helped the team to build their lean 

knowledge. The training was built into the beginning of each session. It kept 

the team interactive and shifted participants' views and perspectives regarding 

lean. Over the cycles, the answer regarding lean became more unified. In 

addition, participants were asked to reflect on the trained content and transfer 

lean by taking actions into their teams. These prompted the participants to 

engage and think about how to implement lean within their area. The 
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researcher's knowledge of lean influenced it to ensure a common 

understanding among participants. While conducting this session with the 

entire team, teamwork was embraced and served to generate a common 

understanding. Participants stated, ‘I agree that SFM helps to focus’ (p, FF) or 

’I liked the idea of constantly eliminating wasteful work.’(p, EE), or ’I think it is 

good that you improve the way your work.’ (p, GG) Next to raising their lean 

knowledge, the participants wanted to learn continuously in these sessions. 

The following quotes illustrate their reaction, ‘This was a good session. I did 

not see the link between CIP and process mapping’(p, CC) or ’I like that we 

see each other in person in these actions taking sessions. I think it is good 

that you (researcher) repeat the lean principles and how they are linked.’. (p, 

AA). 

Next to the action-taking steps, the reflection sessions (evaluation/specified 

learning) also fostered an open dialogue. It kept the team focused on how they 

utilised lean while sharing their increased awareness and understanding of 

lean. The following statements made by the participants in their diaries and 

the focus group showed increased awareness regarding lean, e.g., Cycle 1, 

‘Lean is a good method box in order to become better,’ (p, DD) or, ‘it helps to 

increase quality and performance.’ (p, BB) Cycle 2, ‘We worked with more 

reflexity because of lean,’ (p, EE) or ‘Lean is a very humane approach,’ (m, II) 

or ‘It really is common sense; everyone should work this way.’ (p, CC) 

Examples from Cycle 3: ‘Lean possess core values, such as respect, 

participation, and involvement.’ (p, AA) or ’It is about reasonable dealings with 

people.’ (p, FF) Statements from Cycle 4, ‘I can see it now, lean really is a 

holistic way of thinking.’ (m, II) or, ‘Lean is really all about involvement and 

respect. I mean not to do wasteful work to your colleagues and value them as 

a person.’ (p, BB) The guided questions in the diaries and focus groups were 

targeted to elicit participants' understanding of lean. However, diaries did not 

reveal a different insight. Participants repeated their dairy entrance in the 

focus group session.  

What does it mean for the study? AR is a very structured and participative approach 

designed to generate knowledge, implement action, and simultaneously collect data 
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for research purposes. Participants acknowledged how the research was conducted 

and shared their views unrequested. 

‘I liked how the topics were built upon one other. I think it was 

necessary to explain why we are doing these things. It made more 

sense to me later. I also liked the rhythm of training and explaining 

first, then trying it out, then seeing what happens and talking about it, 

and when necessary, adapting to it.’ (p, FF)  

As a research method, AR gave the participants a sense of control. On the one hand, 

to participate in decision-making, such as the action planning steps, and on the other 

hand, to be in charge of their professional autonomy, e.g., in the focus group session. 

Participants were able to have ongoing communication and shared their expertise 

about lean within in daily work.  

The research notes that AR was not only utilised as a research methodology, but it 

also functioned as a change management approach. AR impacted the employees 

and the way of implementing and adopting lean to the department. The researcher 

mentioned in her diary, ’Who would have thought that AR works as well as it does 

while implementing lean.’ Participants indicated that AR supported how lean was 

introduced. ‘It is important to try it out for a while because this is when you really 

understand and learn. Apart from this, you start to see how perspectives differ. That’s 

why I liked the reflection to talk about this and ensure that we all have the same 

understanding.’ (p, AA). The first step of every reflection process and action-taking 

session involved framing lean itself and certain principles and methods. The constant 

repetition, answering questions, and the integration of applying lean deepened 

participants' lean knowledge and made it more beneficial to them. The researcher 

wrote as a reflection of AR, ’I need to remember how important the constant 

reflection is for the participants. It really deepens their understanding of lean.’ These 

discussions were illuminating for the teams. To hear the benefits of lean that others 

reported were of value to them. The third team never really implemented lean. 

However, it prompted them to acknowledge and wonder why lean worked in the other 

two teams. Overall, the AR process, with its defined steps per cycle, was a way to 

introduce lean, and encourage participants to adopt it because of the collaborative 

and participatory elements in AR.  
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In the following sub-section, the researcher's influence will be acknowledged. 

5.3.2 Researcher in the AR process 

As described in Chapter 3, the researcher was an insider and outsider to the AR 

process and the phenomenon under investigation. Embracing this role, the 

researcher influenced the AR process and participants by pulling on some skills. In 

retrospect, skills included moderation, empathy, responsiveness to others, and lean 

knowledge and experience. Moreover, I was passionate about the process and the 

phenomena. With that said, the researcher herself was an instrument.  

The communication was open but distant at the beginning of the AR cycle, 

particularly in the first interview, action-planning and action-taking steps. Participants 

were reluctant to communicate, ask questions or share their experiences. The 

researcher wrote later, reflecting on this cycle, ‘The team needed time to process. 

Everything was new to them, me, the topic, and the way it's been conducted.’ From 

Cycle 2 on, the focus group conversations were open. As described throughout the 

cycle, the simulations and team activities between the action-taking sessions 

fostered an environment where the team learned about lean and worked on 

implementing it. As the team and researcher started to know each other better, the 

types of questions shifted from a clarifying nature and facts related to lean to more 

abstract questions about implementation and perspectives. For example, ‘How often 

do we need to do CIP?’ (p, FF) shifted to ‘Should we not break down our issues into 

small CIP to work constantly on it?’ (p, FF) In addition, the team did not hesitate to 

share their opinions and felt comfortable discussing what they appreciated in lean, 

their challenges, and their suggestions for modifications. In cycles three and four, 

participants were very open and articulate regarding the pending sale and what it 

does to them, e.g., worrying about their future in the company.  

Furthermore, participants described their work environment, including their feelings, 

concerns, and sometimes frustration with the researcher. Participants often started 

the sentence with ‘I can say so because it will stay in this room’ (p, II) or ‘We know 

you (the researcher) won't say anything…’ (p, AA). Over time, trust was established 

between the researcher and the participants. As Chapters 3.4.1 -3.4.2 pointed out, 

the AR process was designed to create a fruitful and beneficial interaction between 
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the researcher and participants. However, it was not only the design but also the 

researcher's skills that should be considered.  

1. Moderation. Throughout the cycle, the researcher utilised her moderation 

skills to support a dialogue with the participants. As mentioned, the team was 

reluctant to communicate in Cycle 1. A dairy entrance of the researcher 

reflected some thoughts from this time ‘It did not work the way I thought it 

would. It was good to break up the teams and let them create their own SFM 

board and let them figure out how CIP made sense to them. It was definitely 

worth bringing post-its and adjusting accordingly to the way the team reacted.’ 

Moderation skills were adapted accordingly to the situation while drawing on 

different techniques. Moderation skills included having a pre-prepared 

guideline and different moderation techniques while facilitating the session, 

e.g., using post-its, small simulations to gain a deeper understanding of lean, 

working in teams, and using flipcharts. More so, it included the capacity to stay 

silent and let the participants process what they experienced and learned 

during the action-taking session. This was why participants were engaged. All 

participants had the opportunity to raise their voices and contribute.  

2. Empathy. While working with the team, the researcher was aware of the 

team's needs, feelings, and concerns. For example, the researcher ensured 

enough breaks during the session for participants to deal with urgent work-

related issues. No one was pressured to answer during the session. In 

addition, participants described problems and feelings regarding the pressure 

of their current daily job, the company's pending sale, or the uncertain future. 

All of these were taken seriously by the researcher. Most importantly, the 

researcher listened and did not diminish the participants' feelings with her 

opinion. Collaboration between the researcher and the team was established 

because participants felt understood. 

3. Lean knowledge and experience. Overall, the researcher pulled and relied 

on her lean implementation experience. This tacit knowledge enabled the 

researcher to stay patient, calm, and empathic, even if the participants did not 

understand lean immediately. The researcher knew it would be necessary to 

repeat the lean principles and methods with the participants because it is a 

broad subject to understand. That was why training, simulations, and enough 
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time were designed for the process. The researcher anticipated some 

hesitance about implementing lean principles and methods because it is 

perceived as extra work. That was why moderation skills, such as listening, 

were important to give a specific answer to their concerns. It was also why the 

researcher was not worried if participants decided not to work on the principles 

of respect from the beginning. This principle was anticipated to become more 

apparent to the teams once they had implementation experience. The 

researcher knew the discipline and time required to implement lean principles 

and methods. That was why the focus groups and diary guidelines started with 

questions focusing on the positive experience in lean to let the participants 

realise the benefits of lean. 

These three primary skills led to higher adaptability and responsiveness in the 

researcher's research process. In particular, the tacit knowledge enabled the 

researcher to concentrate on empathy, such as listening and asking open questions, 

because she did not have to worry about implementing lean. There was no concern if 

the participants were critical because the researcher was genuinely interested in their 

voices. The researcher mentioned in her diary, ‘I'm so glad that I don’t have to worry 

about lean. I can focus on the team and the process because this alone is 

demanding.’  

Therefore, the researcher was calm, which supported a relaxed atmosphere. The 

team responded to it by not feeling pressured and becoming engaged faster. It was 

simple for the researcher to follow the process rather than a procedure. For example, 

when introducing CIP in Cycle 1, the three sub-teams had difficulty understanding it 

and did not know how to implement it. It would have been easy for the researcher to 

suggest a solution and insist on implementing it in the same way for all sub-teams. 

However, it was against the emergent nature of the study, located in an 

interventionist paradigm, to adapt to new ideas. 

Furthermore, it is not the researcher's role to pre-judge ideas. That would have been 

biased from the researcher's side. Trusting the team, relying on her tacit knowledge, 

and being curious, the team devised three different ways to implement, as described 

in 4.2.1. This example illustrated adapting to the context and being responsive to the 

team.  
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At the same time, the lean knowledge enabled the researcher to answer specifically 

and steer the process. It was viewed by the participants as professional and led to 

trust because the researcher answered objectively by connecting lean topics and 

output. For example, in Cycle 2 (process mapping), the team did not see the value of 

adding the lead time to their process steps and asked for clarification. The researcher 

explained and simultaneously asked to add the lead time because it supports 

identifying wasteful steps within the process. Participants stated afterwards, ‘You 

definitely need the theory explained by someone who knows what they are talking 

about.’ (p, DD). It was a deliberate intervention from the researcher's side to enable 

the participants to identify waste.  

In summary, the identified skills supported eliciting answers from the participants and 

enabled the team to work more reflectively within the AR process. In addition, the 

researcher's skill set was part of creating a fast trust base, resulting in engagement, 

new ideas, and, finally, embracing lean from the participants. The team embraced the 

researcher and her role with words and comments, such as “Thank you for walking 

us through the process” (p, CC) ‘I must say it is nice to work with someone who is 

experienced,’(p, AA) or ‘I admire your passion throughout the cycles,’ (p, II) or, ‘You 

definitely opened our eyes for lean I did become a fan now.’ (p, DD). 

What does it mean for this study? The researcher herself was an instrument, and her 

influence on this study is undeniable. Also, the researcher's skills fit the AR 

methodology and provided guidance and orientation for the participants. However, it 

needs to be considered whether someone with less experience would create the 

same outcome. Nevertheless, due to the skills and experience of the researcher, as 

well as the pronounced focus she had on the team, there is a high degree of 

confidence that the result of the study is usable and can be implemented.  

5.4 Chapter Summary 

This chapter described the first findings regarding the participants' lean journey and 

reviewed the impact of AR and its utilisation for this study. 

The iterative process of AR-enabled the participants to broaden and deepen their 

lean knowledge. Participants engaged in the process by action planning, action 

taking, reflecting, and learning. The data suggests that most participants could 
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transform some of their work practices by changing their attitudes or thinking 

patterns. Embracing lean through AR supported the sub-team in developing 

collaborative working methods. Participants became more sensitive to wasteful work 

and more mindful of each other. They were able to structure their work more 

effectively and became more proactive. The diagnoses and action planning 

conducted in the first cycle were reviewed and altered throughout the cycles. While 

diaries were part of an ongoing reflection, regular reflection sessions were conducted 

where the teams could learn and evaluate the effectiveness of lean. Diaries did not 

reveal more insight than the focus group session. Participants emphasised their 

diaries during the focus groups. There was no participant commitment to start their 

diaries at the beginning of Cycle 3. Two teams expressed mostly positive lean 

experiences but also shared concerns. The process of AR-enabled them to grow and 

learn while developing lean skills as their way of working. One team was not able to 

transfer lean into their area. Consequently, the reflection data indicated no 

transformation regarding their work. The next part of the chapter will reveal what lean 

meets the Gen Y view or work. 
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6 Findings Part II: Gen Y response to lean principles 

and methods 

Chapter 5 presents the second part of the findings, as described at the beginning of 

Chapter 4. This Chapter answers the third research objective through action research 

to examine why, how, and to what extent the specific lean principles and methods 

meet Gen Y work expectations and what changes might be needed in lean to occur 

for its successful deployment. First, it discusses the introduced lean principles and 

methods. This inquiry aims to understand better the specifics of the lean principles 

and methods and how Gen Y responds to the introduced principles and methods. 

Doing so exposes challenges per principles and method as an indicator of what 

Gen Y want to modify to their collective characteristics. Therefore, each principle and 

method were analysed independently to answer the research further. Second, five 

essential themes are presented. This inquiry aims to understand better why lean 

impacted the Gen Y participants. Both parts of the findings are the baseline to 

determine whether the lean concept needs to be modified to be embraced by Gen Y. 

Findings include the supporting literature and were informed by conducting a 

thematic analysis described in Chapter 3.8. The chapter concludes with a summary.  

6.1 Discussion of the introduced lean methods  

In this section, the findings in terms of the introduced lean methods are discussed. 

The introduced lean methods were SFM, process mapping, PDCA, HK, and 

teamwork. Each method will be introduced by identifying the key components from 

the literature review to provide a better understanding. Next, a discussion is provided 

based on the research findings. It illustrates why, how, and to what extent the specific 

lean methods attracted Gen Y and supported their adoption of it as a way of working. 

Recommendations by the participants and the researcher for possible modification 

are provided based on the researcher's interpretation of the participants' responses. 

In addition, the research findings are supported by the existing body of knowledge as 

a critical understanding of the results. It explains the researcher's understanding of 

Gen Y interaction with lean. Each method is discussed separately. However, 

similarities and overlaps occur since some methods are derived from the same 

underlying intention. At the end of each method, a summary is provided.  
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Data was reviewed by identifying common themes and sorting the statements into (a) 

implemented and/or introduced lean principle and method, (b) what they like in 

general, (c) what worked explicitly, and (d) challenges regarding the introduces lean 

principles and method and (e) recommendation by some participants. In order to 

obtain meaning, data was reviewed under the perspective of depth in the discussion, 

whether it was just mentioned or actually with meaning, because the team members 

worked with it and showed experience. A detailed table (16) summarising the 

discussion of principles and methods reveals the specifics described above at the 

end of the section. In addition, the table adds the researcher's recommendation and 

the corresponding literature to it.  

6.1.1 Method: SFM 

The first method introduced was SFM, a feedback system emphasising transparency, 

collaboration, communication, and productivity. As such, SFM is comprised of the 

following key components: 

• Daily meetings lasting no more than 20 minutes as part of consistent 

communication 

• Transparency through visualisation as part of steering the daily agreed-upon 

targets 

• Simple verification of the attainment of the targets by colour coding using a 

visual display 

• Clear roles and responsibilities for conducting SFM 

• Continuous improvement action if targets are not achieved 

• Participants come together physically and review their data using a physical 

board and pen. 

Overall, SFM is considered a very structured approach that achieves the daily 

agreed-upon target through the involvement of all employees (Mann, 2005; Imai, 

1993; 2012; LeNoble and Fredendall, 2019).  

The findings throughout the AR cycle convincingly demonstrated that SFM is a 

desirable method for employees. The question is, what led to the success in the eyes 

of the Gen Y participants? Almost all participants emphasised transparency, daily 
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communication, and a team approach, which proved to be a cornerstone for 

embracing SFM. 

Based on the participants' data, it can be said that visualising the daily achieved (or 

not) targets combined with daily communication resulted in transparency over their 

workload. Thus, the daily performance became apparent to these participants due to 

the visualised KPI and the daily colour coding. Surprisingly, none of the participants 

reported feeling pressured by the high transparency during the daily SFM meetings. 

In contrast, participants perceived transparency as a challenge to strive for better 

performance. From these findings, it is possible to conclude that SFM supported the 

idea of challenging Gen Y participants in order to become better. This view is 

supported by Torsello et al. (2019) and Jagnani and Achhnani (2019), who rooted the 

motivation for Gen Y in challenges, for example, tasks or environment. The data also 

supports Skorska (2018), who reports Gen Y as goal-oriented. The idea of a daily 

talk while simultaneously seeing open/closed tasks might have caused a friendly 

competition that made their work challenging and perhaps fun.  

Furthermore, the visibility on their SFM boards acted like a feedback system and 

enabled participants to make quick decisions within their area of responsibility. 

Among those sub-teams, daily communication was viewed as a structured start to 

exchange within the team. Interestingly enough, participants did not show any sign of 

feeling constricted by the structure of the daily SFM meeting. Participants valued the 

structure elements as liberating, for example, reviewing their standardised KPI, 

visualising the data, deviating actions, and starting at the same each day. As seen by 

Venne and Hannay (2018), Balassa and Nagy (2019), and Massingham and 

Chandrakumara (2019), Gen Y demands more feedback regarding how they are 

doing on tasks. This perspective refers to the influence of leadership regarding 

recognition. Reisenwitz and Iyer (2009) and Jagnani and Achhnani (2019) extended 

this view to not only feedback but also concerning structure and management. 

Regarding the findings, it could be argued that participants experience a certain 

degree of being managed through the structure and direction SFM provided. 

Furthermore, participants receive instant feedback through the transparency of the 

performance indicators on their SFM board and the exchange within their team 

during the SFM meeting. To a certain degree, the colour-coding could be viewed as 
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instant gratification for a job well done. It does not substitute acknowledgement or 

mentoring through leadership; however, it explains the mechanism in SFM that 

triggers Gen Y.  

The finding indicates that from a Gen Y perspective, integrating the ‘soft factors’ into 

the SFM was vital. Over the cycles, participants exhibited an increased 

understanding of their daily challenges within the teams and were able to shift the 

workload amongst one another. According to some participants, this led to a higher 

flow in their work and even reduced stress. Furthermore, participants consciously 

asked about their team members’ health or feelings. This increased an empathic 

understanding of each other. Based on the data, participants did not feel alone while 

facing their work challenges. It created an environment where participants felt safe 

sharing their problems while becoming more mindful within the sub-teams and 

themselves. These findings above reflect the views of Ng et al. (2010) and Torsello et 

al. (2019), who stated that Gen Y places importance on trust, respect, and a 

nurturing environment in a workplace. The finding underscores the importance of 

social relationships and goes back to McClelland´s theory of three needs, one being 

the need for affiliation (Wallach, 2005). Lanfredi et al. (2018) also indicated that 

social engagement might influence individuals to experience meaning at work. This 

finding partly contradicts Massingham and Chandrakumara’s (2019) research, which 

suggests that Gen Y prefers to focus on work rather than its social aspect. According 

to the findings of this research, the ‘soft factors’ pose an opportunity and should be 

integrated into SFM going forward.  

The findings suggest incorporating a team-based approach to develop their individual 

SFM. The team were allowed to set their targets and criteria and report on their 

progress toward reaching them. Similarly, associates could fine-tune their KPIs and 

criteria as they progressed. This led to a higher commitment to their task because 

they could set their targets. This data supports Jagnani and Achhnani (2019), who 

believe that Gen Y prefers to be involved and seek collaboration.  

The data further indicates a different perspective on the digitalization of the SFM 

board, including their KPI. The data suggest that some participants did not see the 

value of a low-tech approach. As stated, an archive of the data made it difficult to 

determine long-term trends and improvements. However, one or two participants 
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appreciated the value of a physical board using a pen to update their data. This tech-

savvy is recognised by some generational writers, such as Kian and Yusoff (2012), 

Jones et al. (2018), and Jagnani and Achhnani (2019), who also predict a change in 

their communication toward a more technology-driven approach. Considering 

Gen Y's connection to technology, there is a strong indicator going forward to 

progress to a digital visual display board as long as the technology is high touch. 

The findings support SFM as a method aligned with the Gen Y view of work. As 

discussed above, it seemed contradictory that SFM fosters a nurturing and 

challenging environment. Considering its design, SFM balances both aspects, as 

discussed in the lean literature review (2.3.6). The soft side of SFM should be 

emphasised more and integrated according to the findings of this research. The 

findings further indicate that SFM can be altered into a more technology-focused one 

without compromising communication and cooperation. Furthermore, it would be 

advised to let participants be part of the SFM developing process to support ongoing 

use.  

6.1.2 Method: Process mapping 

Process mapping is a prominent method that defines a process while aiming at 

value-adding activities by eliminating waste. As such, process mapping is comprised 

of the following key components: 

• a series of horizontal lines is equally distanced from top to bottom, 

representing function areas contributing to the mapped process. 

• process flow, information flow, lead time, and identified waste 

• each of these is outlined in a specific colour to make them visual to the team 

members 

• team-based activity  

• three key deliverables: (a) the creation of a current state map, (b) a future 

state process demonstrating a waste-free process, and (c) a continuous 

improvement action list indicating the changes that need to be made in order 

to transition from the current state to the future state. 

According to the data, the participants highlighted two distinct points regarding 

process mapping: transparency and empowerment. In terms of data, visualising their 
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process steps, functions, information, lead time, and waste led to a more reflective 

understanding of how the sub-team performs its own work versus a desired state. 

That means transparency in the context of process mapping affected the participants 

in the sense of certain disbelief of how many wasteful steps they performed. It 

triggered the desire to eliminate the identified waste. This would be in line with some 

generational writers, such as Eisner (2005), Kian and Yusoff (2012), and Lanfredi et 

al. (2018), who emphasise that Gen Y strives for meaningful work. It could be argued 

that transparency demonstrated non-meaningful work as the visualisation of the 

process exposed waste contained within it. This indicates that process mapping, 

particularly the removal of waste contained within, contributes to more value-added 

work and, therefore, meaningful work.  

Regarding the data, concerns were raised regarding multitasking, e.g., it was 

overwhelming for the participants to be the moderator to lead a team to create a map 

and simultaneously be part of the team wanting to contribute to the content while 

creating a map. This finding contradicts Reisenwitz and Iyer (2009), who stated that 

Gen Y can deal with multitasking. However, it is essential to understand that process 

mapping is considered an advanced lean method that needs to be fully understood to 

run correctly. The recommendation is to utilise a trained moderator. The findings 

further indicate that team members wanted to adopt a holistic work view. Therefore, 

departments that contribute to the team’s process must be present to improve the 

process. While including upstream and downstream functions is valid, this is not a 

unique generational issue. Contributing departments should be integrated, as 

discussed in the lean literature review. The functions were excluded because they 

were not part of the research.  

Process mapping was conducted online using MIRO as mapping software. 

Interestingly, participants viewed creating a process map digitally as a challenge. 

One team member was inputting all the information on the computer, and the others 

were waiting. Through the complexity of a process and process mapping, team 

members need to be physically present, using, e.g., brown paper and Post-it notes to 

foster a better exchange and reduce waiting time for the other team members. This 

finding does not necessarily contradict the finding for higher technology usage, as 

discussed for SFM. While technology progresses, mapping sessions could be 

conducted on a digital whiteboard without compromising the engagement and 
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exchange of the team members. However, companies are slow to adopt this 

technology; therefore, using a low-tech method is recommended by the participants 

mid-term. 

The findings further confirmed research from Skorska (2018), Torsello et al. (2019), 

and Muskat and Reitsamer (2019) that Gen Y employees seek the intrinsic aspects 

of work, such as participative leadership or empowerment. In designing their future 

process, participants felt empowered by their manager (who was part of the team) to 

make changes accordingly. This indicates that process mapping as a method 

provided the frame in order to understand what needs to be changed. However, 

empowerment by their manager was a significant component from a Gen Y 

perspective to implement changes actively. At the same time, participants became 

somewhat disenchanted with how much work was required to achieve a waste-free 

process. These findings oppose the can-do attitude described by Jones (2018) and 

Jagnani and Achhnani (2019). At least three participants abandoned working on the 

process.  

In summary, it can be stated that certain aspects of process mapping are aligned 

with Gen Y’s view of work. From a generational perspective, process mapping does 

not need further alteration. Empowerment by management should not be 

underestimated and stated before a mapping session is conducted. It will give the 

team the necessary liberty and motivation to achieve a waste-free process. However, 

it would be worth considering a more technological approach. Furthermore, the slow 

implementation of actions is a concern and needs to be addressed. Otherwise, a 

waste-free process will not be achieved, and process mapping as a method will not 

be embraced.  
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6.1.3 Method: PDCA 

PDCA is a method used to solve specific problems and continuously improve 

process standards through a structured approach in several phases (Imai, 2001; 

Ballé et al., 2017). As such, PDCA is comprised of the following key components: 

• A3 template comprised of Plan-Do-Check-Act (PDCA) steps 

• Contained within the PDCA is the Ishikawa/fishbone diagram used for root-

cause problem-solving along with the 5Why approach.  

• Team-based activity 

Participants identified the team approach within the PDCA as an essential 

component. Moreover, participants viewed the simple structured PDCA approach as 

a benefit. The findings might indicate that the framework allowed the participants to 

work more efficiently as a team and address problems with a higher focus. It could be 

argued that solving problems using the PDCA created a challenge and motivated 

them to reach their goals. This finding concurs with Shih and Allen (2007) and 

Skorska (2018), who describe Gen Y as goal-oriented with a preference to work on 

challenging tasks (Kian and Yusoff, 2012; Torsello et al., 2019; Jagnani and 

Achhnani, 2019). However, in analysing the data, there was little evidence of any 

indication the PDCA might have concerning the Gen Y work view. The more 

interesting data is that the sub-team started conducting PDCA cycles well but could 

not anchor it as a routine practice. Their sense of goal orientation and aspirations for 

challenging work might have been diminished by their tendency to get quickly bored 

in combination with their craving for instant gratification and feedback, as seen with 

Pekala (2001) and Whitney et al. (2009), Venne and Hannay (2018). 

Conducting the PDCA, including its follow-up, requires more energy and discipline 

until results become visible. From this perspective, utilising the PDCA and owning the 

follow-up actions might not be rewarding enough because the time duration until an 

impact is noticeable is too long. Furthermore, participants focused on their problems 

in order to improve their work. For example, Usmani et al. (2019) noted that Gen Y 

would instead work on prestigious projects to gain a sense of accomplishment. 

Reflecting on this statement, working with the PDCA to improve team processes is 

not considered prestigious as it is relatively modest.  
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In summary, evidence showed that the PDCA provided value for some participants 

and was embraced to a certain degree. However, there is also the assumption that 

the balance between effort and reward is uneven. If such balance is missing, it opens 

up the possibility of avoiding using the PDCA – a choice that might not be perceived 

as problematic for them. Considering the benefits of the PDCA and the team-based 

approach, as discussed in the lean literature review, an organisation may miss out on 

an opportunity. In addition, there might be the perception that using the PDCA does 

not acknowledge Gen Y’s desires. The expectation for Gen Y to embrace the PDCA 

is to routinely schedule time to conduct it and to be further reviewed and given 

feedback by their direct leader. This would influence a more goal-oriented and 

challenging environment due to the higher frequency of reviewing their results. The 

feedback from their leader provides recognition, even if it is not a prestigious project 

working on team improvements. It might even be a link to their desire to do 

meaningful work.  

6.1.4 Method: Hoshin Kanri 

HK is referred to as strategy deployment or policy deployment. It is a very structured 

means of goal cascading consisting of articulating clear goals, developing the tactics 

required for achieving these goals and defining the clear improvement actions 

needed to support the specified tactics. As such, HK is comprised of the following 

key components.  

• X-Matrix, a single A3 paper that contains the elements described above 

• team-based activity 

• the consensus within the team 

• catch-ball-principle in order to ensure alignment of goals with management 

The participants' data revealed transparency and a team approach as distinct points 

regarding HK. These findings confirmed the importance of transparency for the 

Gen Y participants as already identified for the methods of SFM and process 

mapping. In HK transparency, the X-matrix enabled the participants to see the 

connection between the overall company goal and the team's annual target. It further 

illuminated the expectations and goals for the individual team members since targets 

were clearly defined. Furthermore, the team-based approach allowed the participants 
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to be engaged in the HK process by allowing them to set their targets. From this 

perspective, targets became more realistic through the teams’ input and led to a 

higher commitment. These findings echo Eisner (2005), Shih and Allen (2007), and 

Skorska (2018), who define Gen Y as goal-oriented in order to achieve their 

professional commitment. Organisations must ensure that Gen Y understands how 

their work contributes to the firm's overall goal, as seen by Gioia-Hermann (2009), 

cited in Reisenwitz and Lyer (2009). Agreeing with Skorska (2018), participation 

plays a vital role because team members’ opinions are weighed into the HK process, 

increasing their commitment.  

This underlying desire provides an insight into why Gen Y embraced HK. Although 

not stated directly, the indication is that HK contributes to increased performance and 

commitment due to transparency and engagement, which aligns with Locke and 

Latham's goal-setting theory (1990, 2002). This theory states that specific and 

challenging goals, including feedback and involvement, lead to higher performance 

(Wiswede, 2007).  

While analysing the data, the X-matrix was perceived as too complicated for one or 

two participants. This was unsurprising since participants were exposed to this 

visualisation for the first time and never used it again. The participants' view of 

eliminating the X-matrix is valid but also limited. Participants did not complete the 

application of these methods due to the missing target agreement by their senior 

management. Furthermore, HK suggests constantly reviewing its targets to intervene 

and implement corrective actions. Because of the incomplete application, participants 

did not experience the long-term benefits of HK. Independent of a generational view, 

consistent training and frequent review of the X-matrix must occur at every level of 

the organisation to become familiar with it.  

The more concerning data was that the team stopped using the X-matrix and did not 

routinely review their goals as agreed. The reason was that senior management did 

not agree to the mid-term/long-term goal due to the pending sale of the business unit. 

Even more so, there was no commitment by senior management to follow through on 

the goals. It can be inferred from the findings that HK was seen as valuable through 

the lens of Gen Y. Regarding data, the designed catch-ball approach worked 

between the team and their head of department but not at the next hierarchy level. It 
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is vital to ensure that management agrees and that goals do not change once 

agreed. There are indications that this missing factor led to demotivation.  

In summary, findings suggest that HK was embraced until a certain point. The 

engagement aspect in HK is reasonable given the demand for a participative 

leadership style or what Twenge (2014) considers a change into more democracy in 

the workplace. Transparency has proven once more to be critical for Gen Y 

participants. Considering HK was introduced during the last cycle, and the 

organisation was in a fluid state, it is understandable that upper management did not 

commit immediately. However, the findings caution to ensure a frequent routine of 

review and follow-through for future deployment. Furthermore, it would be advised to 

keep the associates engaged in the HK process. Both suggestions would increase 

commitment and, ultimately, performance since participants would be able to review 

their status and recognise the impact of their daily work on the overall aim of the firm. 

6.1.5 Method: Teamwork 

Teamwork is considered one method along with other lean methods to achieve 

performance and should be implemented as the foundation. It fosters autonomy, 

increases motivation and the willingness to perform, and promotes potential 

discovery among employees (Bösenberg and Metzen, 1993; Bortolotti et al., 2014; 

Coetzee et al., 2019). As such, teamwork is comprised of the following key 

components.  

• Open communication 

• Being responsible for their tasks and results 

• Acting independently 

Participants viewed teamwork as not being alone and, more specifically, being able 

to help each other out. An aspect that emerged was that participants used the 

opportunity to work collectively and not just as individuals. While doing so, 

participants had a higher knowledge exchange within their sub-team and could work 

on problems together. This again suggests that participants valued the importance of 

social relationships by feeling meaning through social engagement (Section 5.2.1 

theme: engage the team). It further underlines Torsello et al. (2019) findings that 

interactions with team members or peers make learning possible. Even more so, 
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teamwork enabled the participants to shift specific work topics to each other to get 

the job done. These findings suggest that teamwork increased their knowledge as a 

team. 

Similarly, it released capacity and increased their teams’ throughput because of the 

better distribution of knowledge. These findings agree with Eisner (2005), Kian and 

Yusoff (2012), Smith and Galbraith (2012), and Jagnani and Achhanani (2019), who 

contend that Gen Y is cooperative and likes to work in teams. The findings of this 

study indicate that participants viewed teamwork as helpful in overcoming their daily 

challenges. It argues that some participants became more resilient throughout the 

team settings required in lean. It further argues that teamwork and some lean 

methods increased their professional growth to generate more results.  

Controversially, teamwork did not always work. This included any principles and 

methods with a team-based approach. The data suggest that at least one sub-team 

had vehemently clashing personalities, which inhibited the team's effectiveness. 

There were indications of individualist personalities at least in one sub-team. As 

previously described (Section 4.4.2 Cycle 2, Step 4 evaluation, and Step 5 specified 

learning), one team member disappeared from the study without notice. It was 

already noticeable during the first cycle by showing signs of impatience and 

questioning certain aspects of lean. In particular, transparency of their daily 

tasks/results and daily communication during SFM was considered unnecessary. 

Interestingly, this participant volunteered to moderate and set up the daily meetings. 

Based on the participants' data, moderation did not happen, meetings did not start on 

time, results were not reviewed, and the moderator did not appear. Reflecting the 

contradictory character of generational studies, the disappearance of one participant 

can relate to Venne and Hanny (2018), who observed a decrease in social approval 

regarding Gen Y. This might explain the associated disregard in how it impacted the 

team. It is, however, concerning considering that lean entails a team-based 

approach. From this perspective, teamwork did not meet the Gen Y work 

expectations nor generate the benefits described by the other participants and 

discussed in the lean literature review (Chapter 2.3.6).  

Another disturbing finding regarding teamwork was that the team could not re-

evaluate and determine a new moderator or discuss their tasks without one. In 
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addition, it has been claimed that there was almost no collaboration or knowledge 

transfer within the sub-team. These findings relate to authors such as Massingham 

and Chandrakumara (2019) and Usmani et al. (2019), who state that Gen Y seeks 

authority and autonomy and is clearly individualistic rather than team-oriented. 

Reflecting on this, this sort of attitude could indicate a potential obstacle regarding 

lean for Gen Y. It should be taken into consideration for lean deployment but should 

also be considered a possible outlier of the study.  

In summary, findings suggest that the majority of the participants embraced 

teamwork. Working in teams was aligned with their work view. Participants enjoyed 

the camaraderie and fellowship in helping one another. In addition, teamwork has 

proven to be a valuable method for the participants while increasing their skills and 

performance. Based on a generational view, teamwork should be extended. For 

example, specific time, including frequency and duration, should be allotted for team 

members to work together. 

On the other hand, teamwork was unsuccessful. Findings indicate that participants 

did not engage in or embrace teamwork due to vehemently clashing personalities. 

This study could not determine the kind of personalities that led to this result. The 

suggestion going forward would be to assign a strong moderator or leader to help 

overcome this challenge of polar opposite personalities. 

6.2 Discussion of the introduced lean principle 

In this section, the findings in terms of the introduced lean principles are discussed. 

To recap briefly, the introduced lean principles were CIP, respect for people, value in 

the eyes of the customer, and waste elimination. Each principle will be introduced by 

identifying the key components from the literature review to provide a better 

understanding. Next, a discussion is provided based on the research findings. It 

illustrates why, how, and what of the specific lean principles were attractive to Gen Y 

and supports their adoption of it as a way of working. Recommendations by the 

participants and the researcher for possible modification will be given based on the 

researcher's interpretation of the participants' responses. In addition, the research 

findings are supported by the existing body of knowledge as a critical understanding 

of the results. It explains the researcher's understanding of Gen Y interaction with 
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lean. Each principle is discussed separately. However, similarities and overlaps 

occur since some principles are derived from the same underlying intention. At the 

end of each principle, a summary is provided. 

6.2.1 Principle: Continuous Improvement 

Continuous improvement means the permanent, continuous, step-by-step 

improvement of the individual products and all operational procedures and processes 

necessary for developing, manufacturing, and selling these products, including the 

supplier networks. As such, the continuous improvement process is comprised of the 

following key components: 

• Visual control in order to make information transparent 

• Corrective actions 

This study's findings suggest that empowerment impacted Gen Y to embrace CIP. 

Through all cycles, participants were allowed by their manager to make changes, 

such as operational procedures and processes, in order to improve their work. These 

findings correspond with the findings from the process mapping and confirm research 

from Skorska (2018), Torsello et al. (2019), and Muskat and Reitsamer (2019), 

stating that Gen Y wants managers who empower them. This is a significant point 

regarding CIP's implementation of corrective actions to improve their process without 

micromanagement. There is a strong indicator that the influence of empowerment led 

to higher ownership regarding their work approach. 

Based on the participants' input, it can be said that through the breakdown of the 

improvements into smaller bite-sized pieces, CIP was perceived as effective since 

participants could recognise its impact on their work. Hence, their workload was 

better managed because participants could work bit-by-bit daily on their 

improvements rather than trying to find a more extended time slot. It could be argued 

that laying out the necessary steps and planning them throughout the week helped 

them manage and control their work. Furthermore, the most effective improvement 

was the “Just do it”. First, no requirements from outside resources were needed. 

Second, the manager should be empowered to implement changes without seeking 

higher approval. Authors such as Jones et al. (2019) and Massingham and 

Chandrakumara (2019) maintain that Gen Y has a lower locus of control, meaning 
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they do not feel in charge of their work life/destiny. This is understandable, 

considering the workplace might be more stressful today, and CIP activities are 

usually considered extra work. The findings indicate that through the implementation 

of CIP, associates gained control over their work based on the step-by-step approach 

and the focus on their own area. In a similar vein, participants found the integration of 

CIP into SFM as one of the trigger questions helpful for two reasons. First, the daily 

reminders made them consciously rethink their daily improvement opportunities. 

Second, similar to SFM, the visibility gave them a degree of transparency over their 

work packages, helping them manage CIP throughout the week. 

Although most participants perceived CIP as valuable to improve their work, for some 

participants, anchoring it into a routine work practice remained a challenge until the 

end of the study. However, the team finally managed it. One of the reasons for this is 

that when routine time is not allocated for CIP, the team does not work on it. 

Regarding participants’ data, the team said they should come together only when 

they have a problem. This reluctance might be rooted in their desire to work on 

prestigious tasks and projects (Usmani et al., 2019), as discussed under the sections 

of the PDCA. Like the PDCA, CIP has nothing heroic but a constant, disciplined 

approach to improving one process, product or work. 

Furthermore, the team suggested that the entire company engage with the approach 

for CIP to be genuinely effective. This statement has some value, independent of any 

generational perspective. However, this finding revealed the increased dissatisfaction 

with working on CIP while other departments did not in the eyes of those participants. 

In addition, motivation for improvement gradually lessened due to the pending sale. 

Counting this as a unique occurrence, this experience accords with the work of 

authors such as Jagnani and Achhnani (2019) and Torsello et al. (2019), who 

cautioned that Gen Y, like other generations, is more committed if the organisation 

provides a fair work environment. 

In summary, certain facets of CIP were embraced by Gen Y. However, an important 

aspect revealed is the challenge participants faced to anchor it in routinely. It would 

be advised to schedule time in order to work on CIP activities routinely. From a 

generational point of view, CIP should be firmly integrated into SFM to ensure a 
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regular review. This would generate a habitual process in which participants would 

routinely perform the steps of CIP. 

6.2.2 Principle: Respect for People 

The employees ' willingness and motivation are ensured through respectful 

interactions (Coetzee et al., 2019). As such, the principle of respect for people is 

comprised of the following key components: 

• Motivation of people 

• Implementation of teamwork as the foundation 

• Develop and challenge 

• Assess the safety of people 

• Developing people as problem-solvers 

Participants expressed the importance of respect for people as the foundation for 

working with each other. It was a sensible principle for them to grasp. Unsurprisingly, 

participants perceived empowerment by their manager and consideration of one 

another as crucial work expectations. As already discussed, Skorska (2018), Torsello 

et al. (2019), and Muskat and Reitsamer (2019) state that Gen Y employees seek the 

intrinsic aspects of work, such as participation in leadership or empowerment. In 

addition, empowerment was perceived as an enabler for more freedom and 

autonomy in deciding how to approach, prioritise or organise their work. This 

perception is in line with Twenge (2010), Smith and Galbraith (2012), and Usmani et 

al. (2019), who argue that Gen Y seeks freedom, flexibility, and autonomy in their 

work. It further confirms past research from Martin (2005), who states that Gen Y 

dislikes being micromanaged and seeks responsibility. Another contributing factor of 

perceived respect was the recognition of efforts in working towards their goals. For 

example, participants gave each other credit while helping each other out. In 

addition, it was recognised by their manager, according to the last interview. This 

would align with Venne and Hannay (2018) and Massingham and Chandrakumara 

(2019), who argue that Gen Y wants to be appreciated and recognised for their work 

performance.  

Furthermore, participants stated that developing new skills as part of job enrichment 

is a sign of respect. This was evident through implementing SFM, process mapping, 



 

PhD H Pschibilla.doc 212 

or CIP (Section 4.2.1, 4.2.2). It is important to note that participants did bridge the 

view of respect between their direct leader and their team members. It underlined the 

importance of these principles in the eyes of Gen Y participants. In the opinion of the 

team, findings indicate that working in collaboration enhances their growth and 

knowledge sharing, maximising team and individual performance. This could be 

viewed as a more tangible outcome. It could be argued that the principles of respect, 

combined with empowerment, recognition, and the team-based approach, stimulated 

a learning environment. This would confirm some generational writers such as Eisner 

(2005), Ng et al. (2010), and Lanfredi et al. (2018), who argue that Gen Y wants to 

learn and grow in their work. Furthermore, it reflects the views of Ng et al. (2010) and 

Torsello et al. (2019), who stated that Gen Y places importance on trust, respect, and 

a nurturing environment in a workplace. It is an outlook that supports the extended 

view of the team members and not just their manager.  

As previously stated, participants liked the notion of being respectful because it made 

sense. However, there was a downside to it. Since participants perceived themselves 

as being respectful and respected as just a common sense approach, they did not 

fully comprehend that this value needed to be honed. In fact, through the study, there 

were indications that their self-image was being distorted. It became apparent at the 

moment when collaboration or information exchange was needed. Considering the 

designed team approach in lean it exposes team dynamics as functional or 

dysfunctional. Data indicated opposing personalities already discussed in Section 

4.4.5 Teamwork.  

In summary, the principle of respect was a catalyst that embedded the lean methods 

to work more autonomously, have more flexibility, embrace responsibility, and work 

in a more collaborative setting. It is possible to conclude that this principle fosters a 

modern workplace as desired by Gen Y. Furthermore, these findings suggest that 

participants utilised this principle to reallocate tasks to other participants because 

they were more aware of their private or health situation. It could be argued that this 

particular principle unfolds an approach to transferring lean to the associates 

(Bortolotti et al., 2014; Yadav et al., 2017; Sahoo, 2019). Based on the participants' 

responses, there is a strong indicator that lean would not have been embraced as 

readily without the introduction of this principle. Regardless of whether associates 

perceive themselves as already respectful or not, it would be advised to make 
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associates constantly aware of specific actions that result in respect for people. This 

could be done in coaching, reflection or feedback sessions.  

6.2.3 Principle: Value in the eyes of the customer 

Value in the customer's eyes includes focusing on quality built into the product and 

delivering the right product to the customer at the right time. This principle suggests 

that all activities should be oriented towards the customer. Value-added activities are 

not to be eliminated (Womack and Jones, 1996). As such, the principle of customer 

value is comprised of the following key components: 

• Decisions are made with respect to the customer's value-add  

• Redesigning roles, responsibilities, and organisation structure 

• Evaluation of current assets and technologies  

Participants liked the idea that the customer was the main focus in lean. Since the 

customer was their job's main focus, this principle came naturally to the team 

because they corresponded with the customer daily. It was obvious that the customer 

influenced their daily rhythm as decisions were based on serving the customer, 

mainly when problems occurred. It could be argued that grounding their work towards 

the customer gave the participants direction on structuring their day. This would align 

with Strauss and Howe (2000) and Jagnani and Achhanani (2019), who describe 

Gen Y as accepting authority and preferring direction. As such, the customer focus 

gave the participants meaning in their work. This would support Eisner (2005), Kian 

and Yusoff (2012), and Lanfredi et al. (2018), who emphasise that Gen Y strives for 

meaningful work.  

On the other hand, the findings also indicate that participants assumed they knew 

what the customer wanted. The indication is that they are so close to the customer 

that they feel they already know it all. The process mapping session first revealed 

this. Next to the already discussed features in Section 5.1.2, participants liked 

process mapping because the value analysis began with the customer, and future 

state improvements were designed from the customer's perspective. The challenge 

was to get the team to learn to see waste and define customer value. Ironically, their 

attributed traits, such as confidence and high education, as described in Strauss and 

Howe (2000), Kian and Yusoff (2012), Skorska (2018), and Venne and Hannay 
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(2018) might hinder them from really understanding what the customer wants. To this 

end, a mechanism needs to be established to verify the customer’s requirements 

rather than assume them.  

In summary, it can be stated that Gen Y supports the principles of customer value. 

The findings indicate a need to promote this principle more strongly to harvest its 

underlying intention to act as a decision criterion for activities. It would be worth 

considering anchoring a disciplined approach using specific lean methods to ensure 

the customer requirements are known. E.g., value stream analysis, process analysis, 

waste analysis, and customer empathy map. It would avoid assuming customers' 

requirements, especially if different customer profiles exist. 

6.2.4 Principle: Waste elimination 

Waste elimination intends to create value for the customer by increasing the 

proportion of value-adding activities in the value-creation process (Womack and 

Jones, 1996). As such, there are initially seven types of waste identified: 

• Overproduction,  

• Waiting,  

• Transportation,  

• Inventory,  

• Motion,  

• Defects  

• Inappropriate processing  

• An eighth waste was added later in the form of poor use of human capital  

The participants' input revealed transparency through visualisation, reflection, and 

empowerment as distinct points regarding waste elimination. These findings again 

confirmed the importance of transparency for the Gen Y participants as already 

identified for the methods SFM, process mapping and HK. Furthermore, it confirmed 

the importance of empowerment in the context of Gen Y as discussed for respect for 

people, CIP and process mapping. Similar to the discussion within process mapping, 

the visualisation and constant reflection of processes and actions where waste might 

occur allowed participants to identify and address it efficiently. Furthermore, they 

were allowed to address and change it. However, the initial understanding of waste 



 

PhD H Pschibilla.doc 215 

was unclear to participants, but once they learned the seven wastes, they became 

more visible. Awareness of the waste and seeing it within their work awoke a desire 

to eliminate it. The findings indicate that Gen Y strives for meaningful work (Eisner, 

2005; Kian and Yusoff, 2012; Lanfredi et al., 2018) rather than wasting their time.  

Data showed how transparency and empowerment changed some participants' 

attitudes. Participants became increasingly self-directed by knowing waste and being 

allowed to identify it and address or implement changes. Since participants were 

empowered, they implemented changes to avoid future waste and organise their 

workplace to be as waste-free as possible. Based on the participant's observation 

and reflection, participants took the initiative and tried to make other departments see 

waste to find a solution to eliminate it. Even more so equipped with waste knowledge, 

they did not give up until the other parties realised the wasteful approach too. It could 

be argued that understanding waste led to more proactive handling and enhanced 

their professional growth. These findings echo Eisner (2005), Ng et al. (2010), and 

Lanfredi et al. (2018), who argue that Gen Y also wants to learn and grow in their 

work. It also reflects Martin (2005), who states that Gen Y seeks responsibility. 

In summary, the findings support that waste elimination is aligned with the Gen Y 

view of work. Transparency and empowerment have proven once more to be crucial 

elements for these Gen Y´ers. Once participants understood waste, it became 

apparent, and they tried to eliminate it. Interestingly, it was difficult for everyone to 

comprehend that simple waste elimination was a significant part of CIP. From a 

Gen Y perspective, there are no alterations necessary. However, to address waste 

and CIP, it would be recommended to integrate a question to ask at SFM, e.g., what 

have you improved today? Furthermore, to increase waste awareness training, 

reflection during team sessions would be recommended. This suggestion would 

anchor waste elimination into a CIP.  
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Implemented 
/introduced 

lean method 
or principle 

What did they 
like in general 

What worked specific Challenges Recommendations 
by some 

participants 

Recommendation by 
the researcher 

Key points from supporting 
literature 

Shop floor 
management 

Transparency ❖ Visual board 
❖ Key performance 

indicator (safety, 
quality, cost, 
delivery, people)  

❖ Focus on soft 
factors under the 
people category, 
such as team 
atmosphere, 
workload, and 
health  

❖ Colour coding in 
order to determine 
deviation 

P/R: Some 
team members 
did not see the 

value of this 
low-tech high-

touch approach. 
 

P: The archive 
of the data 

made it difficult 
to determine 

long-term 
trends and 

improvements. 

Digitalization of 
the SFM board 

and KPI 

Progressing to a 
digital visual display 
board is desirable as 

long as the 
technology is high 

touch (= no 
searching for files, 

no clicking of a 
mouse, a simple 

touch on a screen 
which turns a portion 
of the screen green 

or red, e.g. the touch 
screen of an iPhone 
is considered high 

touch. Searching for 
a file on a computer 

is low touch) 

Gen Y is motivated by 
challenging tasks (Torsello et 

al. 2019; Jagnani and 
Achhnani 2019)  

 
Gen Y as goal oriented 

(Skorska 2018) 
 

Feedback and recognition are 
important for Gen Y (Venne 
and Hannay, 2018; Balassa 

and Nagy 2019) 
 

Gen Y likes to be managed 
and seeks structure 

(Reisenwitz and Iyer, 2009; 
Jagnani and Achhnani, 2019) 

Shop floor 
management 

Daily 
communication 

❖ Structured start into 
the day 

❖ Consistent time 
❖ Exchange within the 

team 

P/R: Roles and 
responsibilities 
were not clearly 
assigned, and 
responsibilities 
were not clearly 
followed, which 
resulted in team 

variations in 
delivering the 
desired result. 

 
P: Punctuality: 

participants 

Meetings need to 
be mandatory and 

a priority 

Agreed Gen Y seek a workplace 
based on trust, respect and a 
nurturing environment (Ng et 

al., 2010; Torsello et al., 
2019) 

 
McClelland’s theory of need. 
Lanfredi et al. (2018) social 

engagement leads to a 
meaningful experience at 

work 
 

Contradicts Massingham and 
Chandrakumara (2019), 

Gen Y prefer to focus on work 
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were late or not 
present. 

rather than social aspects of 
work 

Shop floor 
management 

Team-
approach 

❖ Engagement of the 
associates in order 
to set their criteria. 

❖ Associates could 
adapt or finetune 
their KPI and criteria 
as they progressed. 

  A knowledgeable 
lean facilitator 

should help guide 
the team in 

developing their 
targets and criteria 
to ensure that they 
are measuring the 

correct levers 

Gen Y prefers to be involved 
and seeks collaboration 

(Jagnani and Achhnani, 2019) 

Continuous 
improvement 

Empowerment ❖ Integration of CIP 
into the SFM as one 
of the trigger 
questions 

❖ The breakdown of 
the improvement 
into smaller bite-
sized pieces was 
effective. 

❖ The team felt 
empowered, which 
allowed them to 
make 
improvements. 

R: When routine 
time is not 

allocated for 
CIP, the team 
does not work 
on continuous 
improvement 

 
P: The most 

effective 
improvements 
were the “Just 
do it” because 

they did not 
require outside 
resources and 

could be 
implemented 
immediately. 

 
P/R: Motivation 
for improvement 

gradually 
lessened due to 

the pending 

The team 
commented that 

they should come 
together only 

when they have a 
problem. 

 
Also, to be truly 

effective, the 
entire company 

must do it. 

Problems should be 
frequent and many 
in every business. 
Routine schedules 
should be given to 

solve them. 

Gen Y prefers empowerment 
(Skorska, 2018; Torsello et al. 
2019; Muskat and Reitsamer 

2019) 
 

Diminished by their tendency 
to seek instant gratification 

and feedback (Whitney et al., 
2009; Venne and Hannay, 

2018) 
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sale of the 
company 

PDCA Team-
approach 

❖ Structured simple 
approach 

R: The teams 
started 

conducting 
PDCA cycles 
well but could 

not anchor it as 
a routine 
practice. 

 The time to conduct 
PDCA needs to be 

routinely scheduled, 
similar to how 

preventive 
maintenance for 

equipment is 
routinely scheduled. 

Gen Y as goal oriented (Shih 
and Allen, 2007; Skorska 

(2018) 
 

Diminished by their tendency 
to get quickly bored, seeking 

instant gratification and 
feedback (Pekala, 2001; 

Whitney et al., 2009; Venne 
and Hannay, 2018) 

Gen Y likes to work on 
prestigious projects (Usmani 
et al., 2019), whereas PDCA 

is not. 

Process 
mapping 

Transparency ❖ The visualisation of 
process steps, such 
as information, 
functions, lead 
Time, waste 

R/P: Creating a 
process map 

digitally within a 
team is 

challenging 
because one 

team member is 
inputting all the 
information on 
the computer, 
and the other 

team members 
are waiting. 

 
P: Team 
members 

wanted the 
contributing 

department to 
be present. 

 

Team members 
need to be 

physically present. 
 

Mapping sessions 
with other 

departments 
contributing to 
their process 

Agree, use low tech 
high tech for 

creating the process 
map e.g. brown 

paper post-it notes. 
 

Include upstream 
and downstream 
functions, but the 
team should focus 
on opportunities 

within their area of 
responsibility. 

 
A trained process 
map moderator 

should be utilised. 

Gen Y is triggered by 
meaningful work (Eisner, 

2005; Kian and Yusoff, 2012; 
Lanfredi et al., 2018); 

eliminating waste can be 
linked to meaningful work. 

 
This contradicts Reisenwitz 
and Iyer (2009), who state 

Gen Y can multitask.  
 

Gen Y seeks intrinsic aspects, 
such as leadership and 

empowerment (Skorska, 
2018; Torsello et al., 2019; 

Muskat and Reitsamer, 2019) 
 

This contradicts the can-do 
attitude (Jones, 2018; Jagnani 

and Achhnani, 2019). 
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P: It is 
overwhelming 

to create a map 
and facilitate 

the team. 

Hoshin Kanri Transparency ❖ Connection between 
the overall company 
goal with the annual 
target within the 
team 

P: The X-Matrix 
was seen as 

being too 
complicated. 

 
R/P: The team 
stopped using 
the X-Matrix 
because the 

upper 
management 

did not agree to 
the mid-

term/long-term 
goal due to the 
pending sale of 

the business 
unit. 

The X-Matrix 
should be 
eliminated. 

Consistent training 
and frequent review 
of the X-matrix need 

to occur at every 
level of the 

organisation. 
 

Keep the X-Matrix 
as a management 

tool. 

Gen Y wants to understand 
their contribution to the overall 

goal of the firm (Gioia-
Hermann, 2009 cited in 

Reisenwitz and Lyer 2009). 
 

Contributes to the goal-setting 
theory of Locke and Latham 

(1990, 2002) 
 

Contributes to a participative 
leadership style and 

democracy in the workplace 
(Twenge, 2014) 

Hoshin Kanri Team- 
approach  

❖ Engagement of the 
associates in order 
to set their own 
target. 

R/P: There was 
no commitment 

by the upper 
management to 
follow through 
on the goals 
that were set. 

 Keep the 
engagement of the 

associate in the 
Hoshin-Kanri 

process. 
Ensure that there is 
a routine of frequent 
reviews and follow 

through. 
Goals must not 

change once agreed 
upon. 
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Respect for 
people 

The team liked 
the idea of 

being 
respectful 
because it 

made sense. 

❖ Empowerment by 
management and 
being considerate of 
one another 

❖ Recognition of 
efforts in working 
towards goals 

❖ Working in 
collaboration as a 
team 

❖ Developing new 
skills as part of job 
enrichment 

P: One team 
had opposing 
personalities 

which hindered 
teamwork 

R/P: The team 
perceived 

themselves as 
being respectful 
and that this is 
just a common 

sense 
approach. 

 
P: One team 

acknowledged 
the helpfulness 

of team 
members. 

P: Participants 
acknowledged 
the free flow of 
communication, 

exchange of 
knowledge and 
sharing of ideas 
between team 

members. 

 Management is to 
coach on the 

principle of respect. 
 
Disagree, one needs 
to constantly make 

people aware of 
specific actions that 
result in respect for 
people, for example, 
coaching sessions, 

reflection and 
feedback sessions 

etc. 

Gen Y values the intrinsic 
aspects at work (Skorska, 
2018; Torsello et al. 2019; 

Muskat and Reitsamer 2019) 
 

Gen Y seeks freedom, 
flexibility and autonomy in 
their work (Twenge, 2010; 
Smith and Galbraith 2012; 

Usmani et al. 2019) 
 

Gen Y wants to be 
appreciated and recognised 
for their work performance 
(Venne and Hannay 2018; 

Massingham and 
Chandrakumara 2019) 

Gen Y wants to learn and 
grow in their work (Eisner, 

2005; Ng et al. 2010; Lanfredi 
et al., 2018) 

 
Gen Y seeks a workplace with 

a trusting, respectful and 
nurturing environment (Ng et 

al., 2010; Torsello et al., 
2019) 
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Value in the 
eyes of the 
customer 

The customer 
was the main 

focus. 

❖ The customer was 
the main focus 
which came 
naturally to the team 
because they 
correspond with the 
customer daily 

❖ Process mapping or 
value analysis 
began with the 
customer and future 
state improvements 
were designed from 
the customer’s 
perspective.  

R: Getting the 
team to learn to 
see waste and 

define customer 
value. This was 

a challenge 
because they 
are so close to 
the customer 
that they felt 
they already 
knew it all. 

 Customer 
requirements cannot 

be assumed, they 
need to be verified. 

 
Anchor a disciplined 

approach using 
specific lean 

methods in order to 
ensure the customer 

requirements are 
truly known. E.g. 

value stream 
analysis, process 
analysis, waste 
analysis, and 

customer empathy 
map 

Gen Y accepts authority and 
prefers direction (Strauss and 

Howe, 2000; Jagnani and 
Achhanani, 2019) 

 
Customer focus relates to 
meaningful work (Eisner, 

2005; Kian and Yusoff, 2012; 
Lanfredi et al., 2018) 

Waste 
elimination 

Empowerment/ 
transparency 

❖ Visualisation of 
waste allowed team 
members to identify 
and address it easily 
and they were 
allowed to address it 
and change it. 

❖ Some team 
members having the 
knowledge to 
identify change 
become self-
directed. 

R: The initial 
understanding 
of waste was 
unclear but 
once having 
learned what 

the seven types 
of waste are, 
they became 

more apparent. 
 

R: It was 
difficult for 

everyone to 
comprehend 
that simple 

waste 
elimination was 
a major part of 

CIP. 

 Training in regard to 
waste in order to 
gain awareness 

Reflect upon during 
team sessions and 

anchor waste 
elimination into your 
CIP as part of SFM. 

 
Question to ask at 
SFM: What have 

you improved today? 

Relates to meaningful work 
(Eisner, 2005; Kian and 

Yusoff, 2012; Lanfredi et al., 
2018) 

 
Gen Y seeks to learn and 

grow (Eisner, 2005; Ng et al., 
2010 and Lanfredi et al. 2018) 
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Team-based 
approach 

They felt not 
alone/ 

helped each 
other out 

❖ The ability to work 
collectively and not 
as individuals 

❖ Enjoy the 
camaraderie and 
fellowship in helping 
one another 

R: One Team 
had strongly 

opposed 
personalities 

which inhibited 
the team’s 

effectiveness. 
 

R: There were 
examples of 

very 
individualistic 

personalities on 
the team 

Specific Time 
including 

frequency and 
duration should be 
allotted for team 
members to work 

together. 

A strong facilitator or 
leader should be 
assigned to help 
overcome this 

challenge of polar 
opposite 

personalities. 

Values the importance of 
relationships (Ng et al., 2010; 

Torsello et al., 2019). 
 

Gen Y values teamwork 
(Eisner 2005; Kian and 
Yusoff, 2012; Smith and 

Galbraith, 2012; Jagnani and 
Achhanani, 2019) 

Note: R = researcher; P = participants; R/P researcher and participants 

Table 16: Summary of the principles and methods analyses  
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6.3 The essence of lean that meets Gen Y work view  

As stated in Chapter 1, this investigation was to understand better whether lean can 

be deployed effectively to Gen Y as a principle and method-based approach. Chapter 

1 describes employees' response to organisational structure, processes, or 

paradigms such as lean. It affects their work behaviour and, with that, their potential 

to be innovative or engaged. In addressing this, the next part of the finding 

represents a mutually understood lean experience across all introduced lean 

principles and methods. It is not associated with a specific principle or method; 

instead, it emphasises the perceived interrelation of lean to provide a deeper 

understanding of why lean impacted Gen Y participants.  

These five themes include (1) transparency and communication, (2) reflective work, 

(3) engaging the team, (4) creating mindfulness, and (5) personal growth. The five 

themes are comprised of 13 sub-themes. A visual representation of the themes and 

sub-themes is displayed in Fig. 11.  

Next, each theme and sub-themes is discussed in depth, supporting them with 

verbatim quotes from the participants, the researcher's interpretation, and the 

supporting literature.  

 
Figure 11: The essence in lean that meets Gen Y work view 
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6.3.1 Transparency and daily communication  

The first themes to be discussed are transparency and daily communication. 

Transparency in a lean environment refers to making that important to a particular 

target audience highly visible. Daily communication in the context of lean 

environment refers to the routine of structured transfer of information between 

members within a target audience. 

All the AR group participants acknowledged the benefits transparency and 

communication had on them. This preference is also found in the literature. 

According to Bell and Narz (2007) and Venne and Hannay (2018), Gen Y likes being 

challenged and prefers two-way communication between leaders and employees. 

This theme comprises five sub-themes to provide more insight into the overall theme. 

The sub-themes include target achievement, identification of problems, clear and 

accurate communication, motivation and competition, and team development.  

6.3.1.1 Motivation and competition 

Transparency was a major driver for motivation and competition, consistent with 

Torsello’s (2019) and Usmani et al.´s (2019) findings regarding Gen Y work 

characteristics. According to the authors, Gen Y motivation is rooted in challenging 

work performed on a daily level or projects. Regarding the implemented lean 

principles and methods, the participants discussed in their focus group sessions and 

diaries how lean methods and principles contributed to it. One participant said: 

‘… I can only agree. Transparency while conducting Shop floor 

meetings was more of a driver for me to say: okey, let’s make sure 

that we eliminate these long-term topics that bother us in order to 

become better.’ (p, EE) 

Such remarks were frequently made, as visualised in Table 17, as each Gen Yer 

described their experience with the lean principles and methods. Several of the 

participants highlighted the motivational factor transparency had on them in order to 

challenge themselves:  
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‘… basically, everyone has a tone of things and cases that need to 

be managed somehow in front of their eyes. But now, because we 

made it transparent, it challenged me to tackle it.’ (p, DD) 

One participant even believed transparency in lean would support motivation and 

lessen their daily stress. 

‘Since we made our tasks and performance transparent, the stress is 

somehow alleviated a little. I think because sometimes you have the 

feeling that you are doing it with combined forces.’ (p, BB) 

6.3.1.2 Clear and accurate communication 

The sub-theme of clear and accurate communication refers to a sender's ability to 

clearly articulate and deliver information and data so the receiver can easily interpret 

and understand it. Communication consists of audible and visual components, of 

which the visual component directly contributes to transparency. This could be 

represented by a graph, a chart, or any other means of making data visual. The 

audible component of communication supports lively discussion and interaction of 

participants. According to Venne and Hannay (2018), Gen Y seeks more feedback 

and less top-down control. This kind of communication has an enormous implication 

for enabling individuals to gain more control and flexibility in their daily work. One 

participant stated, 

‘I need to say I really appreciated the visualisation. In addition to the 

structure, a short, small morning daily meeting within the team gave 

more focus on the numbers, key figures, and information.’ (p, CC) 

Another participant remarked: 

‘The daily communication is not bad to start the day. You get a good 

overview. Also, you can interact  quickly in a short way within the 

team if you notice it is going in the wrong direction.’ (p, FF) 

Like others, one participant described this way of communication as a time of getting 

feedback from the other team members and their manager while increasing their 

knowledge.  
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‘I like getting feedback from everyone in the team on all the topics 

and tasks they have to do. I think that also has a positive effect on 

the team. You exchange more with the team and find out how the 

current work is going and sometimes how they solve it.’ (p, II) 

‘… also, our leadership participated in the daily morning meetings. 

We liked this exchange because we were better informed, and I think 

it benefited him.’ (p, BB) 

On several occasions during the data collection, Gen Y participants explained how 

clear communication stimulated a discussion and supported performing work in a 

more structured way.  

‘We did identify the issues before, but now, because of the daily 

communication and the annoying colouring to visualise the status, 

we question ourselves about what to do to become green. The 

discussion, together with the transparency, stimulated a discussion. 

We had KPIs before but to be honest, we stored them and did not 

really look at them. Suddenly with the colour coding and the 

discussion, the focus changed. For me, Shop floor changed the 

focus and brought a different aspect. You suddenly think about what 

to do. I found that positive.’ (p, AA) 

‘We became more structured because we started out structured. For 

me, it is a good way to a structured start of the day.’ (p, EE) 

‘It is a good gallop into the day.’ (p, DD) 

Repeated references were made, as displayed in Table 14, as the participants 

reflected on the effect the introduced communication had on their work practice. 

However, despite the “liberating effect” (p, EE) of the daily SFM meetings and its 

structure, concerns were raised throughout the research regarding how hard it is ‘to 

be disciplined to appear regularly at the daily meeting’. (m, II) Some participants were 

a little reluctant to embrace the concept of low-tech high touch, e.g., at the daily 

meeting, the team would review KPIs based on attainment, where a chart would be 

filled out by hand using the colour red or green.  
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6.3.1.3 Target achievement 

The sub-theme of target achievement refers to articulating key performance 

indicators or measures that matter to a particular target audience. It also includes 

consistent and frequent reviews towards attaining these goals. Actions assigned to 

responsible participants are triggered when unsuitable progress towards these 

targets is unmet. Target achievement involves a graphical representation of goals 

evident to the target audience. This is how it contributes to the theme of 

transparency. Several researchers, such as Eisner (2005), Skorska (2018), and 

Muskat and Reitsamer (2020), have found that Gen Y is goal-driven and wants to 

contribute to an overall goal. Participants expressed how transparency worked as a 

‘gentle force to get things done’ (p, EE) and how ‘success becomes visible’. (p, DD) 

Several participants shared that they gained more awareness about their tasks and 

responsibilities.  

‘… and from my point of view, lean created a higher identification 

regarding responsibility, especially for your own task. You also feel 

that you take on more leadership yourself.’ (p, BB) 

Similarly, another participant reflected on lean and mentioned the impact on the 

team. Once committed to target achievement, team members willingly accepted this 

obligation. Participants did not want to let their team members down because it would 

have affected them, e.g., more work on them to reach the target. However, they 

wanted the freedom to achieve their targets without pressure from management, 

team members, or themselves. 

‘I think we definitely felt more obligated to get things done. 

Personally, I think we were not obligated or committed enough 

because there were no consequences if things did not get done. But 

now it is more visible what to do and when to do it. As long as it 

stays within a reasonable framework, I think it is like this obligation.’ 

(p, EE) 

Two other participants added to this and discussed how the increased obligations 

were centred around their promises to their team members.  
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’We definitely increased ownership, and yes, of course, you might 

get a guilty conscience because you need to get it done. But I would 

say this little pressure helps. It is easier to start topics if you are 

committed to yourself but more importantly if you are committed to 

the team.’ (p, AA) 

Participants also discussed how transparency supported steering a team because 

‘managers have a better overview and can derive topics better.’ (p, FF) ‘It is very 

suitable for steering the department (p, AA).’ In addition, participants contribute 

transparency to target achievement because it ‘brings the team up to date’ (p, CC) 

while the team ‘gets an awareness of your daily performance’. (p, GG) 

6.3.1.4 Problem identification 

This sub-theme of problem identification refers to the ability to determine causes 

inhibiting the achievement of the desired outcome. Through visualisation, problems 

can be easily identified. For example, attainment charts that fail to reach their targets 

can trigger route cause problem-solving, and process maps that do not flow freely 

can be analysed for weak points.  

While remarking on the role of lean and its relevance to their work practice, most of 

these Gen Yers discussed how transparency impacted their handling of problems. A 

participant explained: 

‘I think it is a positive that we can solve problems remotely, digitally, 

and quickly, particularly in times of Covid. What I mean is that we 

can see the same thing and have the same understanding and point 

of view of the problem.’ (p, DD) 

Another participant stated, 

‘Transparency increased awareness of problems.’ (p, FF) 

Several participants shared the impact of a ‘just do it’ attitude inhibited in CIP 

because problems were identified and comprehended faster.  

‘We could recognise and understand the two or three points that did 

not work relatively quickly here, okay, and also how simple changes 
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bring us a significant improvement. What I actually use a lot, are 

these PDCAs because it is easy to solve a problem.’ (p, AA) 

Participants also discussed how it gave them an orientation to focus even more on 

the customer by eliminating recurring problems and informing them about them. 

Focusing on these recurring problems allowed the participants to reduce waste in 

their process and increase their quality to the customer side.  

‘It is actually a good thing that we included quality in our SFM. Now 

we can see the amount of closed cases. Also, we found out over 

time we did not inform the customer about the closed cases, which 

was a critical step in the problem-solving process. As a result, of not 

notifying the customer, the cases were re-opened again.’ (p, CC) 

Now that this process has been made visual, this problem no longer occurs. 

Participants recognised that transparency ‘leads to increased quality and the 

avoidance of waste’ (p, II) because ‘transparency reveals weak points’ (p, BB) in their 

daily work and processes. These participants described that ‘transparency makes a 

quick, simple structural temperature measurement,’ (p, EE), which led to a higher 

awareness of their daily performance.  

6.3.1.5 Team development 

The sub-theme of team development in the context of transparency refers to a group 

of individuals who must learn to work together to understand themselves and their 

individual contributions better to achieve a common goal. According to Torsello et al. 

(2018), learning is achieved through interaction with peers and colleagues, especially 

through communication. Teamwork was built up over time. One participant stated, 

‘By using lean, you are able to develop a team with small steps.’ (p, AA) This was an 

important development considering that the three sub-teams were organised into one 

department roughly eight months ago before the research started. A participant 

explained, ‘We did not have so much contact as a team before we started with this 

research. Lean does support the integration of new teams.’ (p, BB)  

Many explained that their exchange of communication and knowledge within the 

team improved. 
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‘Many colleagues already confirmed how communication has 

improved at this point. It led to a  higher knowledge transfer. 

Also, we are more considerate of one another.’ (p, DD)  

‘Transparency and daily communication increased the involvement 

of the employees.’ (p, II) 

They believed that this kind of working together (daily communication and 

transparency) influenced how they felt as a team and how it impacted their individual 

responsibilities. 

‘If employees have the feeling that they are always involved and 

always know what is at stake, then the factor of a two-class society 

never comes up. You never get the feeling that that does not 

concern you or it is not your task. You increase your responsibility 

and help the team.’ (p, EE) 

Additionally, in relation to helping the team achieve a goal, one participant shared the 

experience of how his workload decreased by pulling on the capacity of his team 

members. It further reflects how team members took on some responsibility.  

‘I noticed an enormous increase in task identification. And above all, 

I notice a relief in myself because participants BB and participant CC 

are approaching their work differently. They are thinking more in 

terms of solutions e.g., how could we improve our work, instead of 

just trying to get work done. You know, it was up to me before to 

think about improvements and making work easier. But now 

participants A and B have taken it upon themselves to live it and 

support me.’ (p, AA) 
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6.3.1.6 Summary of the theme 

The lean principles and methods discussed for this theme were mainly SFM, PDCA, 

and value in the eyes of the customer. The theme reflects three points: 

1. what participants liked about the attributes of transparency and 

communication within the lean principles and method, 

2. the impact that transparency and communication had on their work practice, 

and 

3. why the attributes of transparency and communication within lean meet the 

Gen Y view of work. 

All participants shared that transparency and communication helped them to gain 

more clarity in their daily jobs; despite introducing other methods supporting 

transparency and communication, such as HK or process mapping, participants 

based their statements primarily on SFM. This could be explained by participants' 

exposure to various methods and principles. SFM and daily communication were 

introduced from the study's beginning until the end. Furthermore, it was a method 

practised daily. Meanwhile, HK and process mapping were introduced later and were 

not so frequently used. Overall, all participants viewed transparency and 

communication in lean as very positive attributes. None of the participants viewed 

transparency as stressful. 

Transparency and daily communication gave the participants structure. They felt 

liberated in using the lean principles and methods, which allowed them to see and 

visualise the target and the accomplishment. Through visualisation, team members 

received instantaneous feedback by looking at goal attainment and clearly seeing 

whether they were winning or losing. This allowed for instant gratification by the team 

when goal attainment was achieved. Transparency and daily communication directly 

contributed to team members' taking on ownership and responsibility. This allowed 

team members to collectively exchange knowledge and self-direct, ultimately leading 

to team development.  

The theme of transparency and communication included target achievement, 

identification of problems, clear and accurate communication, motivation and 
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competition, and team development. Table 17 summarises the themes, sub-themes, 

key statements of the participants, and supporting literature.  

Final Theme Sub-theme 
Significant Statements and 
Experiences 

Key points from the 
supporting literature 

Transparency 
and Daily 
communication 
– seek clarity 

Motivation and 
Competition 

“…Encourages friendly 
competition.” (p, DD) 

❖ Rooted in 
challenging work, 
performed on a 
daily level or 
project (Toresello 
et al. 2019; 
Usmani et al. 
2019) 

Motivation and 
Competition 

‘We definitely increased 
ownership…’ (p, AA) 

Motivation and 
Competition 

‘We find that it is just more fun 
doing your work this way because 
you can get faster results.’ (p, EE) 

Motivation and 
Competition 

‘…but now, because we made it 
transparent, it challenged me to 
tackle it.’ (p, DD) 

Clear and 
accurate 
communication 

‘Transparency stimulated the 
discussion.’ (p, AA) 

❖ Gen Y seek more 
feedback and less 
top-down control 
(Venne and 
Hannay 2018) 

Clear and 
accurate 
communication 

‘Transparency has a liberating 
effect and thus increases 
understanding.’ (p, EE) 

Clear and 
accurate 
communication 

‘It is a very good way to a structured 
start of the day.’ (p, EE) 

Clear and 
accurate 
communication 

‘It’s a good gallop into the day.’ (p, 
DD) 

Target 
achievement 

‘Visibility is kind of a gentle force in 
order to get things done.’ (p, EE) 

❖ Gen Y is goal 
driven and wants 
to contribute to an 
overall goal. 
(Eisner, 2005; 
Skorska, 2018; 
Muskat and 
Reitsamer, 2020) 

Target 
achievement 

‘Transparency leads to identification 
and responsibility.’ (p, BB) 

Target 
achievement 

‘You get an awareness of your daily 
performance.’ (p, GG) 

Target 
achievement 

‘Managers have a better overview 
and can derive topics better.’ (p, 
FF) 

Target 
achievement 

‘It is very suitable for steering the 
department.’ (p, AA) 

Target 
achievement 

‘Transparency brings the team up to 
date.’ (p, CC) 

Identification of 
problems 

‘Transparency makes a quick, 
simple structural temperature 
measurement.’ (p, EE) 

Identification of 
problems 

‘Transparency increased 
awareness of problems.’ (p, FF) 

Identification of 
problems 

‘Transparency reveals weak points.’ 
(p, BB) 
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Identification of 
problems 

‘Transparency leads to increased 
quality and the avoidance of waste.’ 
(p, II) 

Team 
development 

‘It supports the integration of new 
teams.’ (p, BB) 

❖ Skill development 
influences 
employees’ 
motivation (Ng et 
al. 2010; Lanfredi 
et al. 2018) 

❖ Learning is 
achieved due to 
the interaction with 
peers and 
colleagues 
(Torsello et al., 
2019) 

Team 
development 

‘You are able to develop a team 
with small steps.’ (p, AA) 

Team 
development 

‘It increases the involvement of the 
employees.’ (p, II) 

Team 
development 

’It promotes knowledge exchange 
within the team.’ (p, DD) 

Table 17: Key statements from the theme transparency and communication  

6.3.2 Theme: Engage the team  

Engagement of the team refers to the ability to strike a willingness and commitment 

of team members towards a desired goal, such as continuous improvement. Twenge 

and Campbell (2010) propose that Gen Y expect to be engaged in their work. All 

participants recognised this attribute and discussed that engagement was a benefit 

while applying lean within their teams. For one participant, being engaged meant 

‘setting their own targets’ or being ‘allowed to optimise their process’. The same 

participant explained the feeling of engagement as ‘it increased my ownership’. 

Others linked engagement to doing something ‘meaningful’ because they were part 

of deciding what was sensible and achievable to them. This freedom allowed the 

participants to be engaged and committed to their work. These findings are aligned 

with the literature reporting that Gen Y not only strive to attain meaningful work but 

also should be engaged in one (Eisner, 2005; Ng et al., 2010; Lanfredi et al., 2018). 

Engaged employees are more interested in their jobs and are willing to take on more 

responsibility. With that said, the theme comprises two sub-themes: empowerment 

and teamwork. 

6.3.2.1 Empowerment 

Empowerment refers to the ability of associates to act without permission. Associates 

can systematically make decisions, changes, and improvements within their area of 

responsibility with limited approval from management. Skorska (2018) observed that 

Gen Y is independent and confident. Following this avenue, Smith and Galbraith 
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(2012), Skorksa (2018), and Usmani et al. (2019) provided some notable findings 

suggesting that Gen Y expects a work setting that reinforces autonomy and flexibility. 

They found that empowerment is a source of autonomy. Several participants 

appreciated how lean empowered them to solve problems or even fulfil their tasks by 

implementing a solution. Some participants echoed that they felt lean allowed them 

to be more ‘autonomous’ (p, EE) because their ‘daily meetings together with the 

transparency led to an increased independence’. (p, EE) One participant gave an 

example of how ‘decision-making powers’ (p, BB) are clearly defined in lean, allowing 

them to act more independently. They identified that ‘SFM, in particular, led to an 

increased engagement’. (p, BB)  

Another participant reflected on how lean increased participation with daily task 

fulfilment or continuous improvement. The participants emphasised how its 

ownership increased by having their daily tasks or problems displayed during the 

daily Shop floor meetings. According to this participant, the visual display, in 

combination with their dailies, worked as a ‘feedback system’ (p, EE) that 

‘empowered one to act’. (p, EE) 

‘You did not have to ask anyone because you could see how the 

status is and act on it.’ (p, DD) 

Other participants explained how SFM, HK or CIP gave them a sense of 

empowerment by being part of the target-setting process or simply by optimising their 

process. For these participants, engagement meant being involved and identifying 

what topics to address. This led to a higher commitment towards achieving their 

goals.  

‘Since we are all engaged in the process of developing our own 

criteria, we all become more active and considered actively what to 

improve and where. Yes, from my point of view I believe we were 

more involved. We identified ourselves more with the topics.’ (p, DD) 

‘We have set our own goals; therefore, it becomes more realistic.’ (p, 

AA) 

‘We could determine our performance characteristics ourselves.’ (p, 

FF) 
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Several participants emphasised the impact they are having on what they do by 

using lean methods. Their self-worth increased through recognising that their work 

has an impact. 

‘I got the feeling myself that I can make a difference, and it has an 

impact in what I am doing by using  the methods and the way I 

am conducting my work currently.’ (p, CC) 

‘We were allowed to bring in our own ideas.’ (p, GG) 

6.3.2.2 Teamwork  

Teamwork refers to the ability of a group of associates to work together in harmony in 

order to achieve a common goal. This is opposed to team development (5.3.1.5) 

based on learning and increasing skills. Examples of working in harmony or 

transparency are having no hidden agendas, everyone having a voice, and open 

knowledge sharing. It is important to note that while being part of the Gen Y cohort, 

the department head enabled the team in his role as their manager. He empowered 

the team to share their knowledge, work autonomously and be part of the decision-

making process. Literature reports that Gen Y is cooperative (Kian and Yusoff, 2012) 

and prefers teamwork (Eisner, 2005; Smith and Gailbraith, 2012; Jagnani and 

Achhanani, 2019). Consistent with these findings, participants explained how they 

valued teamwork in lean. 

‘The involvement of colleagues in lean was essential.’ (p, II) 

For another person, the team aspect of lean was a benefit. 

‘Lean fits because teamwork is encouraged.’ (p, BB) 

Participants added to it by commenting that because of the team-based approach, 

‘The responsiveness in the team has increased.’ One participant elaborated on how 

the team helped them to overcome procrastination.  

‘At least for me, I failed at the beginning of my task because of my 

laziness. I didn´t want to tackle it. Also, I think your personal 

responsibility grabs you because you are definitely not alone, 

especially during the dailies.’ (p, EE)  
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Another characteristic of the importance of the team-based approach was not based 

on a better exchange of knowledge or the feeling of being not a lone fighter but on 

getting along to increase productivity within the team. One participant provided a 

statement of how they helped each other out as a team.  

‘I think we were already good as a team. But we improved ourselves 

by allocating the task to people who might have a little buffer left. We 

do this in the morning meetings but also while we work on CIP.’ (p, 

AA) 

6.3.2.3 Summary of the theme 

The lean principles and methods that were discussed for this theme were mainly 

SFM, CIP, Teamwork, process mapping, waste elimination, and HK.  

The theme reflects three points: 

1. What participants liked about the attribute of engagement within the lean 

principles and methods,  

2. the impact engagement had on their job practice, and 

3. why does the attribute of engagement within lean meet Gen Y’s view of work 

Participants shared that the introduced lean principles and methods had an engaging 

character, thus resulting in individuals caring about performing their jobs. 

Furthermore, team members who felt they already had a good team could better 

understand different lean methods and principles. For example, teams with a lesser 

understanding of lean saw fundamental knowledge exchange as the most significant 

benefit for engagement. However, other teams with a deeper understanding and 

knowledge of lean reaped a more significant benefit of completing actions and 

delegating tasks amongst team members. 

Empowerment and teamwork fostered commitment by team members, resulting in 

higher team performance. Through engagement, team members felt ownership in 

what they did, which drove them to want to be successful and deliver for the team. 

Through a structured approach along with principles and methods, team members 

received continuous feedback, allowing them to be self-directed. Overall, because of 

the team-based approach, lean team members felt commitment not only to the team 
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but also to each team member. Particularly not wanting to let another team member 

down.  

The theme ‘engage the team’ included empowerment and teamwork. Table 18 

summarises the participants' theme, sub-themes, and key statements, including the 

supporting literature. 

Final theme Sub-themes 
Significant statements and 
experiences 

Key points from the 
supporting literature 

Engage the Team 
– aligned 
associates care 
about performing 
their job 

Empowerment 
‘SFM, in particular, led to 
increased engagement.’ (p, 
BB) 

❖ Gen Y expects to 
be engaged in its 
work (Twenge 
and Campbell 
2010) 

❖ Gen Y is 
independent and 
confident 
(Skorska 2018) 

❖ Gen Y expects a 
work setting that 
reinforces 
autonomy and 
flexibility 
(Skorska 2018; 
Usmani et al. 
2019) 

Empowerment 
‘We have set our own goals; 
therefore, it becomes more 
realistic.’ (p, AA) 

Empowerment 

‘The combination of the 
daily meeting and the 
transparency led to an 
increased independence.’ 
(p, EE)  

Empowerment 
‘The whole thing is like a 
feedback system.’ (p, EE) 

Empowerment 
’We could determine our 
performance characteristics 
ourselves.’ (p, FF) 

Empowerment 

‘Participation led to an 
increased identification – I 
believe I can make a 
difference.’ (p, CC) 

Empowerment 

‘You did not have to ask 
anyone because you could 
see how the status is and 
act on it.’ (p, DD) 

Empowerment 
‘We were allowed to bring in 
our own ideas.’ (p, GG) 

Teamwork 
‘The involvement of 
colleagues in lean was 
essential.’ (p, II) 

❖ Gen Y is 
cooperative and 
prefers to work in 
teams (Eisner, 
2005; Smith and 
Gailbraith, 2012; 
Kian and Yusoff, 
2012; Jagnani 
and Achhanani, 
2019) 

Teamwork 
‘The team pulled you along 
with the process mapping.’ 
(p, II) 

Teamwork  

‘I think we were already a 
good team. But we 
improved ourselves…’ (p, 
AA) 

Teamwork 
‘Lean fits because 
Teamwork is encouraged.’ 
(p, BB) 

Table 18: Key statements from the theme of engage the team  
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6.3.3 Theme: Reflective Work  

Reflection refers to thinking about oneself and how effective one is, especially in the 

context of one’s profession (Johns, 2013). Participants discussed how reflective they 

had become because of implementing lean principles and methods. One participant 

stated, ‘You see the same issue every morning again, so it became clear to me, I did 

not want to have the same problem again.’ (p, EE) Another characteristic of reflection 

was given by another participant: ‘Also, in the moment I learned about the different 

kinds of waste, it helped me to rethink how I perform my work.’ (p, CC) For several 

participants, lean methods and principles led to more reflective thinking and acting in 

how they approached their daily work. According to Fock and Gardner (2007), 

reflecting questions one's perception and knowledge and leads to learning. This 

statement is also a reflection of Gen Y's view of work. Considering Gen Y’s 

motivation is rooted in skill development or avoidance of repetitive tasks (Torsello et 

al., 2019; Lanfredi et al., 2018), a reflective work practice supports an approach to 

work more productively. That said, the theme comprises two sub-themes: mindset 

and systematic approach.  

6.3.3.1 Mindset 

Mindset refers to a way of thinking, inner attitudes, beliefs, and behavioural patterns 

of people. Mindset is an essential trait because it influences how someone acts. For 

example, being trapped in a cognitive bias, being complacent with their achievement 

in life, or having a can-not-do attitude prevents people from learning new skills or 

developing abilities (Fook and Gardner, 2007; Hauser, 2012). Several participants 

discussed how their mindset changed while using lean principles and methods into 

more proactive thinking, ‘We thought more in terms of solutions.’ (p, DD) Participants 

started to take the initiative as opposed to thinking that nothing will change and one 

has no influence on their work. ‘We have the motivation to want or to improve 

something.’ (p, BB) One participant explained that due to the implementation of SFM, 

‘Work was approached more proactively.’ (p, AA) The same participant said: ‘You 

can see the work packages, so you need to act on it’ (p, AA), and another one 

added: ‘It leads to reflective work.’ (p, DD) 
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Meanwhile, another person confirmed and stated:  

’If something is red, we don’t always have the perfect solution for 

that. But at least the awareness is there.’ (p, FF) 

Awareness was important to all the participants because it gave meaning to how they 

worked as a team, solved problems, and performed work. A participant said, 

‘Because of the waste awareness, you don’t just look at your own work but also what 

you do to others.’ (p, GG) One participant elaborated on how his behaviour changed 

due to the awareness of waste and its impact on the employees and the 

organisation.  

‘Actually, one of my big issues is that I am not always punctual 

because I always have other issues at the same time to solve. One 

particular colleague likes to remind me to be on time. He is even 

surprised now when I am on time. So yes, being aware of waste is 

an issue.’ (p, II) (authors remark: because you have to change 

something to correct it) 

6.3.3.2 Systematic approach 

A systematic approach refers to handling work most efficiently to generate consistent 

and best possible results. One benefit of using a systematic approach is that it 

provides the foundation to improve as a team. It enables a team to use methods or 

systems to streamline tasks, save time, and make everyday tasks more 

straightforward. One participant described how he became more productive by using 

CIP ‘I divided topics into small steps until they could be processed.’ (p, II) This 

participant said, ‘Because of the small steps, I got a flow into my work through fewer 

disruptions.’ (p, II) 

This experience was confirmed by another participant which he described as follows: 

‘We started to document our work more precisely because it became 

apparent that the downstream process was unclear what we are 

doing. This avoided rework for us.’ (p, AA) 
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One participant explained how the use of lean or, more specifically, the application of 

waste got him to think more systematically: 

‘You start to think first, then act.’ (p, EE) 

Another participant stated, ‘You definitely look out for waste and how to eliminate it. It 

makes sense to do so,’(p, FF). However, participants recognised the discipline 

needed for a systematic approach. ‘It did not work all the time. You need discipline 

for it.’ (p, CC) 

Next to the examples of how waste identification and CIP supported a systematic 

approach, also SFM and process mapping became part of their systematic approach 

and shift in mindset, as discussed in the previous sections. 

Researchers have stated that Gen Y values meaning in their work to get a sense of 

accomplishment (Ng et al., 2010; Twenge and Campbell, 2008; and Muskat and 

Reitsamer, 2020) by reaching their target and systematically becoming more 

productive. These findings support Massingham’s and Chandrakumara’s (2019) 

research that Gen Y values work as an important part of their life and, therefore, want 

to do a good job. At least, concerning these nine participants it showed how the 

utilisation of lean resulted in more productive and meaningful work. 

Similarly, another participant stated,  

‘In any case, the identification with work has changed. You do not 

just try to get rid of your task. You go directly into the solution by 

acting systematically and question yourself: how can I ensure that 

we solve the issue with the customer sustainably.’ (p, EE) 
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6.3.3.3 Summary of the theme 

The lean principles and methods discussed for this theme were mainly SFM, waste 

elimination, and CIP.  

The theme reflects three points: 

1. what participants liked about the attribute of being reflective within the lean 

principles and methods,  

2. the impact reflection had on their job practice, and 

3. why does the attribute of reflection within the lean principles and methods 

meet the Gen Y view of work. 

Participants shared that lean enabled them to be more reflective. However, there was 

variation regarding how to achieve reflection and the output. 

For example, most participants indicated that daily communication during the SFM 

led to reflective practice. Additionally, other participants felt it was rooted in the 

principles of CIP. Furthermore, for some participants, the result was a changed 

mindset; for others, it was not only a mindset change but a demonstration of acting 

differently. This variation could be explained by utilising lean principles and methods. 

This variation underscores the importance of making the practice of lean a daily 

routine.  

Participants felt that using lean principles and methods leads to more reflective work. 

Participants acknowledged that a reflective cycle after each daily SFM meeting 

allowed them to review their work and find improvement opportunities. Through the 

repetitive process of reflection primarily conducted during the morning meetings, 

participants indicated that they became more proactive and searched out waste and 

that their mindset changed. Findings suggest that when problems occur, participants 

will act systematically, which is the desired approach for continuous improvement in 

lean. Thus, participants acknowledged that CIP resulted in a change in mindset to 

work systematically overall.  

The theme of reflective work included mindset and a systematic approach. Table 19 

summarises the theme, sub-themes, and participants' key statements, including the 

supporting literature.   
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Final theme Sub-theme 
Significant statements 
and experiences 

Key points from the 
supporting literature 

Reflective work – 
no one likes to do 
wasteful work 

Mindset 
‘It leads to a reflective 
work.’ (p, DD) 

❖ Gen Y’s motivation 
is rooted in skill 
development or 
avoidance of 
repetitive tasks 
(Torsello et al., 2019 
and Lanfredi et al., 
2018) a reflective 
work practice 
supports an 
approach to work in 
a more productive 
manner. 

Mindset 
‘Awareness of waste 
became evident.’ (p, 
FF) 

Mindset 
‘We thought more in 
terms of solutions.’ (p, 
DD) 

Mindset 

‘Because of the waste 
awareness, you don't 
just look at your own 
work but what you do to 
others.’ (p, GG) 

Mindset 
‘…work was 
approached more 
proactively.’ (p, AA) 

Mindset 
‘We have the motivation 
to want to improve 
something.’ (p, BB) 

Systematic approach 
‘You start to think first, 
then act.’ (p, EE) 

❖ Gen Y values 
meaning in their 
work in order to get 
a sense of 
accomplishment (Ng 
et al., 2010; Twenge 
and Campbell, 2008; 
and Muskat and 
Reitsamer, 2020) by 
not only reaching 
their target but also 
by systematically 
becoming more 
productive. 

Systematic approach 

’It did not work all the 
time. You need 
discipline for it…’ (p, 
CC) 

Systematic approach 

‘You definitely look out 
for waste and how to 
eliminate it. It makes 
sense to do so.’ (p, FF) 

Systematic approach  

‘I divided topics into 
small steps until they 
could be processed. 
because of the small 
steps, I got a flow into 
my work through fewer 
disruptions.’(p, II) 

Table 19: Key statements from the theme of reflective work 

6.3.4 Theme: Create mindfulness  

Mindfulness refers to the concept of being fully present in any given situation. The 

idea is to steer one’s thoughts and emotions to reduce or balance stress, pressure, 

and concentration or increase the relationship with co-workers. Participants 

discussed how lean principles and methods provided more mindfulness in their work. 

Mindfulness resulted from including soft factors and concerns about their team 

members' well-being and health. It was reinforced, particularly through the principles 
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of respect for people and during the morning SFM meetings as described in the 

evaluation steps in Sections 4.2.2 – 4.2.4. One participant mentioned, ‘I liked the soft 

factors in lean. It made us more mindful about how we interact as a team.’ (p, CC). 

Another participant stated: ‘The soft factors were the big benefit for us in that we 

were so much more aware of how we are doing as a team.’ (m, II). One participant 

reflected on his experience with lean and acknowledged how the integration of 

mindfulness led to a positive evaluation of lean. 

‘We have created mindfulness during our morning SFM meetings. 

We start the meetings with questions such as: did we take our 

breaks; did we go for a walk et cetera. So, yes, I do have a positive 

image of lean because of this factor.’ (p, CC) 

The importance of mindfulness for the workforce aligns with the research of Skorska 

(2018) and Torsello et al. (2019), who report that Gen Y expects a certain work-life 

balance in their workplace. That means that this generation is interested in balancing 

their work-life and a proper work balance. Additionally, Kian and Yusoff (2012) found 

out that for Gen Y employees, well-being is important due to their humanitarian 

nature. 

This theme is composed of two sub-themes: consideration and soft factors. Both sub-

themes should provide more understanding of the overall theme of mindfulness. 

6.3.4.1 Consideration 

Consideration refers to being thoughtful in regard to others. Participants shared their 

experiences with lean principles and methods and how that experience influenced 

their work practices. One person provided an example of how they became more 

considerate of each other and how the team support helped with their daily 

challenges. 

‘We were not only focusing on performance but also on personal 

things. For example, health-related issues, workload or simple 

whether you feel pressured. It was helpful to understand how certain 

colleagues felt at the moment. For example, whether they are sick or 

just feeling bad or something. We felt picked up every morning and 

supported by the team. I liked this because you felt not alone, and 
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worse case the workload could be shifted to another colleague if you 

felt terrible.’ (p, AA) 

Another participant shared a similar experience. 

‘We made it a point to ask specifically about the workload and 

whether the person can deal with it. I mean, we could see the 

workload because it was visual on the board during our morning 

SFM meetings. Now we did not just look at performing our task; we 

talked about how the team-member felt about it. Basically, we asked 

about things you normally don’t see or measure. It was a good way 

to steer and help the team. This component of lean is pretty good 

and very helpful. It is a good characteristic of lean.’ (p, CC) 

Several participants valued this changed work practice by highlighting that ‘the 

understanding within the team increased’ (p, DD) and with statements such as ‘I 

know they are individuals and not just colleagues.’ (p, EE). Alternatively, ‘The team 

helped each other out’ (p, BB) and ‘The willingness to help increased.’ (p, II) 

This experience of mutual consideration is accords with literature suggesting creating 

an environment desirable for Gen Y (Jagnani and Achhnani, 2019) where they can 

carry out their professional responsibilities (Skorksa, 2018). As described above, 

humanitarian aspects seemed to support a work environment desirable for Gen Y.  

6.3.4.2 Soft factors 

Soft factors refer to elements challenging to measure or design—for example, 

knowledge, morals, feeling, spirit, atmosphere, or work practice. Soft factors are 

important in an organisation because they stimulate motivation and improve the 

workforce's effectiveness. All the participants in this study highlighted the influence of 

the soft factors in lean on their team, efficiency and ultimately on their work practice. 

One participant described how the soft factors, such as teamwork and asking about 

the team's well-being, ‘became more stress-relieving.’ (p, FF) Another person 

confirmed and shared how ’The soft factors led to conflict prevention because we 

were more conscious about each other’s workload and feelings.’ (p, DD) The 

following participant added to it and stated, "Soft factors encouraged workload 

support." (p, AA) 
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Another characteristic of the importance of soft factors within lean was based on 

being aware of each other’s feelings and establishing control and improving the 

situation. 

‘Overall, I liked in lean the importance of soft topics. It was very 

helpful to know how the colleagues felt or what their current 

motivation was. If you dig a little deeper, you understand not only the 

cause of the emotions but we were also able to derive small 

improvements in order to make the situation better. It is just a very 

sensible approach.’ (p, AA) 

Building the soft factors into their work practice was an approach to set up support for 

the team. Another participant shared that, 

‘The design of the soft factors has definitely been very helpful. It 

leads to increased mindfulness. You watch out for each other, 

knowing that he has a bad day in front of him or a lot of work on his 

plate. By incorporating the soft factors, especially in the morning 

SFM meetings it felt like we were working a bit for each other and 

with each other.’ (p, BB)) 

All participants described their experience with the soft factors as an important part of 

their work practice. It supported Gen Y's cooperative (Kian and Yusoff, 2012) nature 

and their expectation of a nurturing environment (Twenge et al., 2010; Twenge, 

2014). In addition, integrating soft factors into a work practice can be linked to an 

interesting finding of Jones (2019) and Massingham and Chandrakumara (2019). 

These authors report on a lower external locus of control for Gen Y. This means that 

Gen Y believes they have no control over some external factors, making them more 

vulnerable at work. In gaining more resilience, help, and control in their work, 

incorporating soft factors might be a contributing factor, at least for these nine 

participants.  
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6.3.4.3 Summary of the theme 

The lean principles and methods discussed for this theme were mainly SFM, 

teamwork, and respect for people.  

The theme reflects three points: 

1. What participants liked about the attributes of mindfulness within the lean 

principles and method, 

2. the impact that mindfulness had on their work practice, and 

3. why do the attributes of mindfulness within lean meet the Gen Y view of work? 

There was slight variation between the participants’ views of how mindfulness 

benefited them. First, all participants identified the attribute mindfulness as the most 

beneficial aspect of lean. This means that this attribute was mainly responsible for 

the participants embracing lean. Second, it is worth noting that this actual lean 

experience occurred when participants sometimes felt demotivated by the 

organisation's pending sale. There is a strong indicator that all participants shared 

the belief that mindfulness, together with the soft factors and being considerate of 

each other, helped them through this time. Third, participants mentioned the 

importance of this attribute for them as a team and the organisation regarding health 

costs. This point of view reflects how important Gen Y sees mindfulness in the 

context of lean and work. 

Participants acknowledged that focusing on mindfulness was new for them. Typically, 

the focus is on KPI, whereas mindfulness focuses more on the well-being of the 

individual team members. Participants expressed their feelings that the engagement 

would not have been there without the soft factors. Soft factors focused on the 

individuals' health and well-being, which helped strengthen the relationship between 

team members, resulting in improved team performance. Ultimately, as stated by the 

team, without the incorporation of soft factors, such as a team-based approach, 

empowerment by the manager and incorporation of questions such as: ‘How do you 

feel, or did you take a break today,’ lean would not have been so thoroughly 

embraced.  
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The theme ‘create mindfulness’ included consideration and soft factors. Table 20 

summarises the participants' theme, sub-themes, and key statements, including the 

supporting literature. 

Final Theme Sub-Theme 
Significant Statements 
and Experiences 

Key points from the supporting 
literature 

Create 
mindfulness 
– being more 
than just a 
number 

Consideration 
‘the understanding 
increases for the team.’ 
(p, DD) 

❖ Gen Y employees’ well-being 
is important due to their 
humanitarian nature (Kian and 
Yusoff 2012) 

❖ Gen Y likes an environment 
that is desirable for Gen Y 
(Jagnani and Achhnani, 2019) 
where they can carry out their 
professional responsibilities 
(Skorksa, 2018). 

Consideration 
‘It is the person and not 
just a colleague.’ (p, EE) 

Consideration 
‘The team helped each 
other out.’ (p, BB) 

Consideration 

‘he mutual consideration 
within the team is a big 
benefit; thus, it leads to a 
reduction in health costs 
and an increased loyalty.’ 
(p, II) 

Consideration 

‘We were not only 
focusing on performance 
but also on personal 
things….’ (p, AA) 

Consideration 
‘Willingness to help 
increased.’ (p, II) 

Soft factor 
‘It became more stress-
relieving.’ (p, FF) 

❖ Gen Y expects a certain work-
life-balance in their workplace 
(Skorska 2018; Torsello et al. 
(2019) 

❖ Gen Y is cooperative (Kian 
and Yusoff, 2012) and expects 
a nurturing environment 
(Twenge et al., 2010; Twenge, 
2014) 

❖ Enhances their locus of control 
(Jones, 2019; Massingham 
and Chandrakumara, 2019) 

Soft factor 

“…the soft factors has 
definitely been very 
helpful. It leads to 
increased mindfulness. 
You watch out for each 
other..” (p, BB) 

Soft factor 
‘Soft factors encouraged 
workload support.’ (p, AA) 

Soft factors 
‘The soft factors did lead 
to conflict prevention.’ (p, 
DD) 

Table 20: Key statements from the theme of create mindfulness 

6.3.5 Theme: Personal Growth 

Personal growth refers to developing various action methods, habits, or skills. The 

intent is to increase one's human capital, facilitate employability, and improve one’s 

quality of life. Learning as part of personal growth will be discussed separately 

because personal growth is seen as facilitated by learning opportunities. It could be 

argued that knowledge or learning is part of personal growth and needs to be 
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integrated. Venne and Hannay (2018) proposed that Gen Y takes charge of 

developing their skills by looking for opportunities within or outside the organisation. 

The participants shared stories about the development aspects of their skills by 

applying lean, for example, through the enrichment of tasks or a changed thinking 

pattern. 

‘The team grew tremendously. Above all, I noticed how my team 

colleagues approached their work differently. They are thinking so 

much more in terms of solutions than they did before. In addition, 

they took on some of my responsibility. So, I think lean works for us.’ 

(p, AA) 

Another participant said he would leave the company to take on a leadership position 

elsewhere. In sharing this, he further indicated how much he had learned from 

applying lean and how it could benefit him in his future job. 

‘I will definitely apply some of the lean principles or methods you 

introduced to us. I think it will become handy for me to work with my 

new team. For me, SFM is a must-have in order to see how 

everything is going and how everyone is. CIP is necessary to 

improve work and engage the team. Respect for people makes just 

sense. So, yes, I learned a lot for my future position.’ (p, DD) 

Several participants reinforced the learning aspect during the lean implementation. 

Some participants mentioned that using lean principles and methods had a 

transformational aspect for themselves and the team. ‘You could see that team 

members left their comfort zone and acted on issues they would not have done 

before.’ (p, II) Other participants referred to it as a skill development opportunity in 

their careers. According to the literature, the opportunity for skill development is 

important to Gen Y and appears to motivate them (Torsello et al., 2019; Lanfredi et 

al., 2018). 

This theme comprises two sub-themes, such as learning and maturity, to provide 

more detail to the overall theme. 
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6.3.5.1 Learning 

Learning refers to a process that transforms information into one’s knowledge. The 

intent is to learn new content, skills, attitudes, or knowledge to adapt to the 

environment (Stangl, 2022). According to Jagnani and Achhnani (2019), Gen Y is 

curious and openly approaches things. For several of these participants, learning 

was a benefit. One participant stated he was interested in the content and meaning 

of lean and used ‘the lean project as a personal learning experience, more so for 

personal development and to be used for future opportunities’. (p, EE) Another 

participant observed that ‘colleagues asked more about professional training’ (p, II) to 

‘develop their skill set’. (p, II). This participant explained lean's impact on this 

colleague's request. ‘I could see how he changed his own view of doing work. He 

was fine with just doing his daily task, but because of the CIP, daily communication 

during the SFM meetings, and of course, the constant awareness of waste, he 

decided he wanted to advance in his job.’ (p, II) 

Some participants offered another aspect of learning. For them, learning was rooted 

in ‘enriched activities’, (p, BB), such as taking on others' tasks and actions. In the 

morning SFM meetings, it became visible that work may be unbalanced and thus can 

be redistributed among team members. Similarly, another participant explained how 

the knowledge about waste in combination with CIP provided him with the necessary 

attitude to ‘Just pull the team together and let's think about how to eliminate this.’ (p, 

EE) 

Other participants acknowledged how the ‘methodological approach has made work 

and interaction with the team more professional.’ (p, AA) These participants believed 

that the lean methods themselves were the cause of learning how to act more 

‘professionally.’ (p, DD) One stated, ‘Because each individual becomes better, the 

team becomes better too.’ (p, CC). 

6.3.5.2 Maturity 

Maturity refers to being well-developed regarding mental, emotional, and cognitive 

aspects. That means to act in a sensible, responsible, and adult manner. Participants 

discussed how using lean principles and methods allowed them to mature 

individually and as a team. One participant described his actual lean experience as a 
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direct result of gaining more confidence in his job. Throughout the study, he stated 

several times how lean helped him to offer opinions and change things. 

‘All in all, I recognised a change in me. I approached other 

departments or colleagues with higher self-confidence. I recognised 

the waste in their proposals, so I felt pretty strongly about speaking 

up and opposing their idea. I think this is because of our lean 

management approach.’ (p, CC) 

The same participant elaborated a couple of weeks later: 

‘I felt pretty liberated as a result of CIP or the transparency in the 

SFM meetings. At the moment issues came up, I had the freedom to 

take care of and improve them. There was no reason to ask for 

permission because it was so transparent to the team as well as our 

manager.’ (p, EE) 

A different participant shared another perspective on acting more mature. 

‘I understood it is also my responsibility to change something. I 

mean, it is necessary to be perceived as a team member with a 

voice and not to be put off.’ (p, BB) 

This notion was reinforced by another participant who observed a higher maturity for 

the entire team. He described a notable change over time in the team. 

‘They definitely grew over time. I had the feeling they had become 

much, much more independent. I do believe lean was a contributing 

factor. Whether it was only because of lean… I cannot say.’ (p, FF) 

Several participants noticed a change in themselves or in the team and stated, 

’Interesting to see how you have changed in the retrospective,’ (p, DD) or ‘The level 

of maturity of the team has increased while we were applying lean,’ (p, II) or ‘This 

was a way to harmonise or even synchronise our team.’ (p, AA) 

 



 

PhD H Pschibilla.doc 251 

6.3.5.3 Summary of the theme 

The lean principles and methods discussed for this theme combined all introduced 

principles and methods.  

The theme reflects four points: 

1. the development aspects of lean regarding personal growth and team 

maturity, 

2. what participants liked about the development aspects within the lean 

principles and method, 

3. the impact the development aspects such as personal growth and team 

maturity had on themselves and their work practice, and 

4. why do the attributes of personal growth within lean meet the Gen Y view of 

work? 

Nevertheless, regarding specifics, participants often referred to SFM, CIP, waste 

elimination, and respect for people. Participants were unified in their 

acknowledgement of the learning aspects associated with lean. However, their 

opinions varied as to what they considered beneficial to each of them. Some 

participants discussed how they liked to learn about lean itself. Others communicated 

the importance of becoming more professional as a team. 

In comparison, other participants made it clear that it helped them individually. 

Participants understood that learning and growing is a long-term commitment. They 

realised that it benefits the company and dramatically benefits themselves. This point 

of view could be influenced by the participants' individual work experience and their 

unique outlook on their future. Furthermore, some participants matured throughout 

the implementation of lean. They started emancipating themselves by becoming 

more confident, independent, and understanding to take their professional 

development into their own hands. 

Team members felt they grew individually and as a team throughout the lean 

process. The methods helped them to develop a more professional approach. 

Learning methods, such as HK or process mapping, inspired them to want to gain 

more knowledge in a quest for self-enrichment. Some team members were motivated 

to learn lean methods because they saw opportunities for career advancement, while 
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others learned lean methods to strengthen team performance. There is a strong 

indicator that using the structured approach of lean; some team members developed 

a greater degree of confidence within themselves, which was observed and 

acknowledged by other team members. Lastly, team members indicated that having 

been introduced to lean inspired them to want to develop skills further and advance 

their learning.  

The theme of personal growth included learning and maturity. Table 21 summarises 

the theme, sub-themes, and key statements of the participants, including the 

supporting literature.  

Final Theme Sub-Theme 
Significant Statements and 
Experiences 

Key points from the 
supporting literature 

Personal Growth 

Learning 
“Colleagues ask about 
professional training.” (p, 
II) 

❖ Gen Y takes charge 
of developing their 
skills by looking for 
opportunities within 
or outside of the 
organisation (Venne 
and Hannay 2018) 

❖ The opportunity for 
skill development is 
important to Gen Y 
and appears as a 
motivator for them 
(Torsello et al., 
2019; Lanfredi et al., 
2018) 

❖ Gen Y is curious 
and approaches 
things very openly 
(Jagnani and 
Achhnani 2019) 

Learning 
‘One has learned through 
the enriched activities.’ (p, 
BB) 

Learning 

‘For me, the lean project 
was also a personal 
learning experience, and 
thus personal training.’ (p, 
EE) 

Learning 

‘The methodical approach 
has made your work and 
interaction with the team 
more professional.’(p, AA) 

Maturity  
‘In this way, the team was 
harmonised or even 
synchronised.’ (p, AA) 

Maturity 
‘The level of maturity of the 
employee has increased’ 
(p, II) 

Maturity  
‘Issues were approached 
with confidence.’ (p, CC) 

Maturity  
‘Interesting to see how you 
have changed in 
retrospect.’ (p, DD) 

Maturity  
’to be perceived as a team 
member – not to be put 
off.’ (p, BB) 

Table 21: Key statements from the theme of personal growth 
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6.4 Chapter Summary 

This chapter summarises the above findings in two parts and answers the third 

research objective through action research to examine why, how, and what of the 

specific lean principles and methods meet Gen Y work expectations and what 

changes in lean need to occur for its successful deployment.  

In the first part of the chapter, five lean methods and four lean principles were broken 

down and independently analysed to understand the specifics of lean that might meet 

the Gen Y work view. When viewing lean from a generational perspective, it is 

possible to state that participants mainly favour the exposed principles and methods 

since they were perceived beneficial.  

Lean methods. The study findings indicate that lean methods, such as SFM, HK, or 

process mapping, support Gen Y's desire to be part of the decision-making process 

by setting their targets. It further supports their understanding of meaningful work and 

being goal-oriented. The findings support Venne and Hannay (2018), who state that 

Gen Y demands participation and decisions and actions that impact their work. In 

addition, methods that required constant follow-up in actions were more problematic 

to implement. For example, PDCA, HK, or process mapping was embraced as 

methods; however, routine follow-up was not. These findings could be attributed to 

their generational tendency to get quickly bored and seek quick gratification and 

feedback (Pekala, 2001; Whitney et al., 2009; Venne and Hannay, 2018). Finally, the 

most embraced lean method was SFM. One central finding of SFM was its ability to 

combine soft aspects, such as health-related issues, and the mechanics of the 

methods more than the other methods.  

Lean principles. The findings revealed that lean principles became an important part 

of understanding lean's underlying intention. As described in Chapter 2, lean 

principles give meaning and orientation to why to work in a specific way. Principles, 

such as respect for people and customer value, were viewed as important but 

common sense and therefore seen as natural in how to work with each other. This 

resulted in repeatedly explaining the intent and target condition for the principles. 

Principles that reinforce a long-term orientation (Liker, 2004), such as CIP or 

implementing action to create process flow, seemed to reflect Gen Y impatience and 

their desire for instant gratification (Ng et al., 2010; Smith and Galbraith, 2012). This 
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Gen Y characteristic seemed to contradict the principles of CIP. However, what 

became evident over time was that principles such as CIP or hard-to-follow-up 

methods, such as process mapping or PDCA were utilised and integrated into their 

work habits.  

In regard to the introduced lean principles and methods, this study concludes that 

practical experience is necessary in order for Gen Y participants to understand the 

benefits and develop their mindset accordingly. It could serve as another explanation 

for SFM as the preferred method as described above. SFM was introduced first, 

including its daily exposure until the end of the study. There is also evidence that the 

underlying team-based approach rooted in the lean principles and methods 

supported the implementation within the team. The team-based approach enabled 

the team to learn from each other. The participants were able to work in a more 

structured way as a team. 

In comparison, there was a strong indication that the lean implementation might fail 

due to strong personalities, dysfunctional team dynamics, or non-compliance with 

agreements. There is evidence that following rules as a team, such as moderating an 

SFM meeting, being on time for the SFM meeting, reviewing the key performance 

indicators, and following up on the agreed action in SFM, PDCA, or process 

mapping, is essential. There is also evidence that lean principles and methods work 

better in functional teams based on the frequent interactions and high transparency 

rooted in lean. The research identified that Gen Y participants who did not get along 

with each other were less inclined to be part of team-based activities and, therefore, 

lean. There is no clear evidence that the heavy team-based approach in lean is an 

important characteristic for Gen Y to be embraced, too. However, considering that 

one team did not follow up on the agreed-upon lean actions, it has some significance.  

In the second part of the chapter, findings presented five themes composed of 13 

sub-themes that provided additional insight into understanding what meets the Gen Y 

work expectation in the lean as a whole. The themes illuminated the attributes of lean 

that are desirable to Gen Y by reflecting the following: (a) what participants liked in 

lean, (b) the impact it had on their job, and (c) why this particular attribute meets the 

Gen Y view of work.  
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The findings indicate that Gen Y was drawn to lean because of its intangible 

attributes. The study revealed main themes such as transparency and 

communication, engagement, reflective work, mindfulness, and personal growth as 

desirable conditions for this generation. These identified themes played an intrinsic 

motivational role for Gen Y because, broken down into sub-themes, they fostered 

learning, systematic approach, empowerment, teamwork, and team development. 

They also played an extrinsic role because the participants utilised lean to achieve 

work goals and to identify problems. Furthermore, the themes connote an altruistic 

aspect that plays an important role for Gen Y, such as consideration and soft factors. 

In sum, these themes share some meaning regarding lean and Gen Y. It seems that 

lean increased participants personal resources, such as self-efficacy and confidence, 

resulting in increased proactivity, accountability, respect, and overall engagement. 

This means Gen Y perceived lean as beneficial to them because they were positively 

affected by it. According to the above findings, the study assumes that lean has 

motivational potential for Gen Y, which leads to increased performance, respect, and 

work engagement. 
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7 Findings part III: the combined effect of lean 

principles, methods, and human factors 

The third part of the findings chapter addresses the fourth research objective: To 

conceptualise the outcome by creating a model of lean applicable to Gen Y.  

Hence, having previously discussed the findings from the study, attention turns to 

conceptualising the outcome into a model for lean and Gen Y. First, the model is 

displayed in Fig. 12. Next, a discussion is followed by explaining the model that 

concluded the result. Finally, the chapter closes with some final remarks. 

As mentioned throughout the study, nine participants were originally part of the study. 

However, one participant left the study between cycles two and three (4.2.2 Cycle 2). 

Therefore, eight Gen Y participants implemented and gave input on their experience 

with lean.  

7.1 Lean and Gen Y Model 

From the perspective of this study, it can be concluded that there are apparent 

aspects of lean that support Gen Y’s work view. However, it should be tailored to 

ensure an even more significant backing of Gen Y. Based on the extensive analyses, 

and five topics emerged which play a core role in lean to be embraced in future. The 

topics are as follows:  

• Equal attention to principles, methods, and human factors, 

• Transparency,  

• Communication, 

• Mindfulness, and 

• Technology.  
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Figure 12: lean and Gen Y model 

To clarify the figure: (1) the left side with the heading lean implementation framework 

Gen Y displays two small circles in the middle of a larger circle. It illustrates the 

introduced lean principles and methods explored through a generational lens. Arrows 

identify principles and methods that trigger human factors within lean. It 

demonstrates equally given attention to lean principles, methods, and those that 

trigger human aspects. Although each of the principles and methods was discussed 

independently, the findings indicate that they affect and reinforce each other, as 

stated by Bortolotti et al. (2014) and Yadav et al. (2017).  

The lean and Gen Y model is designed to illustrate the linkage between the 

principles, methods, and human factors. Although the model implies a causality, the 

recursive arrows indicate that these linkages work in both directions. Next, topics 

such as transparency and communication, technology, and mindfulness circulate the 

principles and methods. They represent themes to be equally enhanced in lean 

viewed through a generational lens. Finally, a large circle holds the described lean 

topics together by providing attributes representing how lean is implemented. 

Attributes are empowered, participative, engaged, and reflective implementation.  

The arrows within the cycle indicate a recurring continuous application of all 

attributes. (2) the heading compatible work view lean, and Gen Y presents the work 

expectation from Gen Y aligned with lean. (3) the heading performance outcome 
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Gen Y indicates the possible performance reached by applying the lean framework 

for Gen Y. Next, the model is critically explained in more depth. 

Equal attention to principles, methods, and human factors 

The principles examined in this model include customer value, waste elimination, 

continuous improvement, and respect for people. The model further includes 

methods such as SFM, HK, PDCA, teamwork, and process mapping. Embedded 

within the principles and methods are human factors such as CIP, respect for people, 

SFM, HK, and teamwork. Based on the empirical data, these were embraced by 

Gen Y since they complemented Gen Y's work view and led to changed work 

practices. They reciprocally strengthen each other and lead to a more holistic 

understanding and higher outcomes in performance, self-efficiency, and team 

understanding because of lean. In particular, the ability to work more professionally 

as a team seemed to increase. The combined lean dimensions reflect and reinforce 

Gen Y's work expectations on different levels. On an individual level, principles and 

methods support Gen Y for meaningful work, learning, and growth. On a team level, 

principles and methods meet Gen Y's work view in regard to participation, 

collaboration, and a balanced work experience.  

However, as discussed earlier, principles and methods impact each other. Focusing 

on principles and methods that trigger the human factors in the context of lean and 

Gen Y is helpful to be engaged and to commit oneself to the task at hand. As 

Bortolotti et al. (2014) described, the human factors in lean were a driver that 

motivated Gen Y to develop themselves. At the same time, principles guided Gen Y 

and helped integrate the methods. Together, Gen Y was responsive to lean due to 

the recognised structure, the importance of participation, and the perceived impact 

on their team and/or themselves. Topics such as empowerment or teamwork in lean 

fostered a positive attitude towards lean. At the same time, the positive attitude made 

Gen Y more interested and engaged in lean and, by extension, in their job. This 

model centres on the idea of equally utilising principles and methods by embracing 

human factors, particularly for Gen Y. 
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Transparency and Communication 

Transparency within lean provides a structure to focus on the task at hand and 

mobilises Gen Y's desire for autonomy. In combination with communication, it 

enhances the desire for collaboration among Gen Y. The call for learning and growth 

can be enriched with the integration of feedback through transparency and 

communication. It addresses Gen Y's professional responsibility by being goal-

oriented and striving for meaningful work. It further covers the need for instant 

gratification by illustrating topics to act by simultaneously showing success or the 

need for action. Higher transparency and communication enforce a routine in order to 

review agreed-upon actions. This will strengthen principles or methods which are 

perceived as common sense (e.g., customer value, respect for people) or seen as 

too tedious until results happen (e.g., PDCA, CIP, process mapping). The suggestion 

is to take advantage of transparency and communication by building a routine 

feedback mechanism into the principles and methods in question. This would be 

considered part of the learning routine to enhance Gen Y's focus and increase self-

efficiency in their job. 

Mindfulness 

Mindfulness is considered a way to prevent conflicts and increase the willingness to 

help each other (Yang, 2019). Doing so balances the relationship of work-life 

experiences, such as task overload, building up competence, or serving to be stress-

relieving. From this perspective, lean provides a valuable way for Gen Y to cope with 

their job demands and supports Gen Y’s desire for collaboration, trust, and a 

nurturing environment. It emphasises the importance of human factors in lean 

orchestrating Gen Y resources. In relation to transparency and communication, 

mindfulness steers Gen Y towards self-regulation by gaining control over their work. 

Moreover, it further enables teams to be more reflective by reviewing past objectives 

and points for improvement and empowers them in their collective decision-making. It 

addresses Gen Y's desire for meaningful work and mobilises team functioning. In 

addition, mindfulness acts as a counterbalance to any pressure that might occur from 

using lean methods. While embedded in lean, mindfulness operates on two 

dimensions. First, it protects the team members' well-being and their performance. 

This study argues that mindfulness is not just happening within lean, but that instead 
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a structure should be provided (e.g., SFM) that employees can use to create it 

actively. The suggestion is to make mindfulness an integral part of lean by adding it 

to principles such as respect for people and methods, such as SFM or process 

mapping. This would actively guide and encourage Gen Y to act on ongoing CIP, 

helping them to draw on their expertise and be able to express their emotions at work 

in a safe, respectful context.  

Technology 

Technology should be considered for utilising lean in future. Tying this back to the 

workplace, Gen Y is more successful in using technology based on their upbringing 

and should be considered for lean usage in the future. This study argues that 

progressing towards technology is necessary as long as it does not compromise the 

integrity of lean, for example, a largely team-based approach or regular 

communication. Therefore, this model suggests enhancing technology as long as it is 

high touch (= no searching for files, no clicking of a mouse, a simple touch on a 

screen which turns a portion of the screen green or red).  

7.2 Final discussion 

This chapter concluded the research and addressed the fourth research objective: To 

conceptualise the outcome by creating a model of lean applicable to Gen Y.  

In this research, the study found, with a few exceptions, that lean is a practical work 

practice for Gen Y. As predicted and conceptualised, lean principles acted as 

orientation and gave a sense and reason for why things are done in a particular 

manner. Since Gen Y is associated with demanding clarity and reason in their work, 

a greater focus on lean principles is sensible. Also, as predicted, focusing on 

principles and methods that trigger the human factors of lean, such as intrinsic 

motivation, involvement, safety, autonomy, feedback, and appreciation of employees, 

was viewed as a desired work environment for this generation and supported the 

buy-in for lean. It does not mean that other lean principles, such as flow and pull or 

methods that solve specific issues, should be neglected. It means to emphasise 

principles and methods that are related to human factors, such as respect for people, 

waste elimination, continuous improvement, value in the eyes of the customer, HK, 
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SFM, and teamwork. It is very plausible to assume that by emphasising these 

principles and methods, lean is more likely to be embraced by this generation. 

One unexpected finding was the popularity of soft factors or mindfulness in the 

context of lean and Gen Y. Soft factors or mindfulness were an umbrella term and 

often used interchangeably for the participants to express empathy and be 

considerate of each other in regard to feelings and workload. It may suggest 

mindfulness emerged by drawing in principles and methods that advocate human 

factors. In the end, mindfulness became an essential amplifier for lean to be 

embraced by Gen Y, which is considered another argument emphasizing principles 

and methods with human factors.  

Another unexpected finding was the appreciation of transparency in lean. This was 

considered an impediment by the researcher because transparency reveals 

individual performance, work progress, work negligence, and issues. These Gen Y 

participants viewed transparency as relief and help with their daily work. Of course, 

transparency may be more accepted in a functional team, considering one team's 

reluctance to conduct methods, such as SFM or process mapping, that reinforce 

transparency. Indeed, more research is needed to examine this phenomenon. 

Furthermore, the topic of enhancing technology within lean principles and methods 

was not surprising. Participants marked it as to be modified in lean; however, the 

study expected a higher demand due to Gen Y technology affinity. Finally, in this 

study, to help implement lean for Gen Y AR, it was proposed and applied as research 

but, even more importantly, as a change management approach. The lean 

introduction and implementation was a reflective, empowered, participative and 

engaged process with the Gen Y participants. Members of the Gen Y cohort are 

employees who demand to be involved, want to be part of the decision-making 

process, and question working conditions (Chapter 2.2).  

When viewed through a generational lens, the lean implementation may benefit from 

this approach because it acknowledges the Gen Y view of work. It is safe to say that 

the way in which lean was positively introduced impacted Gen Y and, with that, lean 

acceptance. 
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7.3 In summary 

What does it all mean, or more importantly, what will be different? 

The research found evidence that lean can accommodate Gen Y's work expectations 

by providing a collaborative but challenging workspace, leading to higher 

engagement and efficiency. 

First, in the era of Gen Y, the results of the study supported a combined approach of 

principles, methods, and human factors. The evidence pointed to the synergistic 

effect that Gen Y was drawn to and facilitated Gen Y's acceptance and adoption of 

lean to higher team performance. It stimulated the Gen Y mindset, emphasised 

Gen Y autonomous teamwork, and improved the team capability.  

Second, increasing transparency and communication within lean has the potential to 

make lean more habitual. The significant conclusion derived from transparency and 

communication is that both themes support a reflecting and learning process on two 

different levels. One is on the actual job task by systematically solving problems and 

implementing solutions by leveraging lean. The other level is the application of lean 

itself because transparency and communication are targeted to discuss and learn 

how to use lean. It further addresses the issue of staying disciplined while applying 

lean.  

Third, sufficient evidence was found to justify the integration of mindfulness into lean. 

It was viewed as a promoter for Gen Y. It supported the effective functioning of teams 

by managing the demands of their jobs and being considerate of each other. Lean 

offers the possibility to create a workplace that improves employee well-being and 

supports business objectives.  

Fourth, given the Gen Y affinity towards technology, enhancing lean with it might 

create an environment that accommodates this need. It further makes lean more 

adaptable for this generation by providing tangible help via hard/software tools in 

order to perform their job with lean. 

The results of the research provide some excellent evidence that Gen Y responded 

positively to lean. After all, aligning lean with Gen Y's strengths and work view is a 

way to engage this workforce. Applying the described model might lead to teams with 
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self-regulating authority. These teams should be able to develop an attitude of 

responsibility and continuous improvement. It further leads to harvesting their 

creativity and input. Therefore, it could very well be that utilising lean according to the 

Gen Y style might help organisations stay competitive. 
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8 Conclusion 

This final chapter is designed to present the conclusion in nine sections. First, the 

aim of the research is presented, followed by an overview of the study to recap the 

design of the research briefly. Third, a summary of the findings is presented. 

Sections 4 to 6 consider how the findings contribute to the existing body of 

knowledge in regard to academia, methodology and practice. Section 7 presents the 

limitations of the study. Based on the findings, Section 8 provides recommendations 

for future research. Lastly, the final Section 8 presents the researchers' reflections 

during the study and concludes it with some final notes.  

8.1 Aim of the research 

The overall research aim guiding this thesis was to explore how lean principles and 

methods can be transformed to meet the work expectations of Gen Y. 

The research aim was further divided into four research objectives (RO) 

• RO 1: To understand the characteristics theoretically of Gen Y in terms of their 

work view, 

• RO 2: To identify and characterise theoretically the part of the lean principles 

and methods related to changed work practices, 

• RO 3: Through the use of action research, examine why, how and to what 

extent the specific lean principles and methods meet the Gen Y characteristics 

and what changes might be needed in lean to occur for its successful 

deployment and 

• RO 4: To conceptualise the outcome by creating a model of lean applicable to 

Gen Y. 

By addressing these objectives, the study also intended to understand whether lean 

can be deployed effectively to Gen Y as a principle and method-based approach. It 

provided empirical insight into whether lean is an approach that includes working 

conditions to be embraced by Gen Y. With the intent of transforming business 

practice by attaining greater generational engagement as employees and, in the 

long-term, being used as an effective business strategy for future Gen Y 
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practitioners. It investigates how Gen Y responds to the introduction to lean, how 

they behave and reasons for it, how it was implemented, and their reaction to it.  

The study utilised AR as a methodology to create an environment where participants 

could learn, practice and experience lean. While doing so, participants could share 

their perception of the experience, their ideas on lean, and the impact of its 

implementation on their performance.  

8.2 Overview of the study 

The primary study was comprised of four AR cycles (diagnosis, action planning, 

action taking, specified learning, and evaluation) between January 2021 and October 

2021. The data-gathering within the AR cycle was comprised of: 

• one initial structured interview with 9 participants at the beginning of the study, 

• one semi-structured interview with 8 participants at the end of the study, 

• four focus group sessions as required in the learning/evaluation step, and 

• weekly reflective diaries until Cycle 3 

The participants represented the generational Y cohort (i.e., born between 1977 and 

2000, referring to Jones et al., 2018; 2019). All participants were members of one 

department employed by the same company in Europe. The location used to conduct 

the study was the participants' workplace. It has to be noted that gender was not a 

requirement for the study. Based on the challenges in accessing an appropriate 

group, gender was coincidental. The participants were all male.  

The study was grounded in the interventionist paradigm, using AR to change the 

participants' work practices by applying lean principles and methods. Based on the 

purpose of the thesis, which is to determine whether the lean concepts need to be 

modified in order to be an effective model for Gen Y, AR was suitable because it 

involved the participants affected by the change. This means the distinct criteria for 

this study required an exploration of how the Gen Y participants experienced lean. 

Furthermore, there was no predetermined hypothesis about how lean affected Gen Y 

that could be tested. The objective was to explore and understand what and how 

lean affected Gen Y through the experience. The assumptions were that participants 

needed to experience lean first and second and that any change in work practice 
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would be visible over time. In addition, the research objective required an exploration 

of any possible changes in lean based on the Gen Y lens in order to develop a model 

for organisations to use in the future.  

The research aim proposed a transition from a current work practice to a future work 

practice by applying lean. AR provided the appropriate frame since the study was an 

investigation in a real-world environment focusing on the participants' experience. AR 

was appropriate because the team engaged in a systematic participative setting to 

understand participants' experiences and how they reacted to lean throughout the 

change process. AR was also utilised as a change management approach and 

guided the participants to share their actual lean experiences, which uncovered 

meaningful, honest, deep, and insightful data. Finally, AR was appropriate because it 

is grounded in the intervention’s paradigm, namely that in order to enable social life, 

participants need to agree to social reality and shared values (Ransom, 2013; 

Bradbury, 2015). This has one important implication: Reality is based on how useful it 

is for people (Harwood and Eaves, 2018). Consequently, the reality of lean is a 

construction based on how useful it is for Gen Y to solve their specific challenges at 

work within their department. Therefore, lean needs to be understood first and then 

implemented to acknowledge an alternative approach to their work. 

The study adopted a thematic analysis in order to uncover the rich meanings that 

participants associated with lean. Thematic analysis is not embedded under one 

specific methodology but is regarded as a flexible approach that can be used to 

analyse and identify patterns without compromising its academic integrity (Braun and 

Clarke, 2006). Furthermore, the thematic analysis provides flexibility in structure, 

enabling the use of a deductive and inductive approach for analysing the findings. 

Interviews and focus groups were recorded and professionally transcribed. Diaries 

were already sent in electronically. All data (Chapter 3.7) were analysed using 

thematic analysis as described by (Nowell et al., 2017). The findings were evaluated 

in relation to the research objectives.  

The Gen Y and lean literature informed this study. Regarding the Gen Y literature, 

this study adopted the cohort perspective. This means a generation is a group of 

people of similar age who share the same historical events (Mannheim, 1952; 2000; 

Muskat and Reitsamer, 2020). Because of these shared experiences, they create 
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common values among each other while growing up at a particular time. It suggests 

that a generation processes knowledge and similarly interprets information, resulting 

in similar thinking patterns (Howe and Strauss, 2007). With that said, the participants 

of this study shared similar contextual backgrounds, such as social networks, 

education, family, and the current state of the economy.  

Regarding the lean literature, this study conceptualises lean into three levels: 

philosophy, principles, and methods. Embedded within this structure are the human 

factors of lean, as described in Chapter 2.3.7. By doing so, the study adopts a holistic 

perspective in which the combination of principles, methods, and human aspects 

unfolds the most sustainable benefits (Bortolottie et al., 2014; Yadav et al., 2017, 

Sahoo 2019) for the individual and organisation. It further emphasises the impact 

lean has on the employees by providing positive and negative aspects. With that 

said, the lean principles, methods, and human factors provided mapping to help 

create a work environment where Gen Y is engaged and motivated. 

8.3 Summary of findings 

In essence, this study exposed several groups of findings that relate to the research 

objectives and aims: (a) what characteristics of lean are desirable to the Gen Y work 

view and how lean met the Gen Y work view, (b) what specific lean principles and 

methods meet the Gen Y characteristics, (c) what changes in the lean concept need 

to occur, (d) what impact AR had, and (f), ultimately, whether Gen Y embraced lean.  

With that said, this section demonstrates how the research objectives were answered 

and how the research aim - to explore how lean principles and methods can be 

transformed to meet the needs of Gen Y – was achieved.  

8.3.1 Summary of findings: Objective 1 

Findings from research objective #1 were fully addressed through the literature 

review in Chapter 2. It answered the first objective: to understand the theoretical 

characteristics of Generation Y in terms of their work view. It provided solid academic 

evidence and served as the groundwork for the third and fourth research objectives. 

It identified a debate in the literature as to when to define the Gen Y cohort. This 

study supports the idea that forces influence a generation, such as media, peers, 
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parents, and popular culture, which gradually cause similar traits (Pilcher, 1994; 

Davis et al., 2006; Westerman and Yamamura, 2007; Howe and Strauss, 2007; 

Twenge and Campbell 2008) and not just by birth year. It identified family and 

technology as the most influential factors for this cohort (Crumpacker and 

Crumpacker, 2007; Venne and Hannay, 2018). It further identified patterns in what 

Gen Y expects at work and how lean principles and methods might be implemented 

to enable the Gen Y workforce to engage with it. Despite some patterns, the study 

found some inexact and contradictory results between the generational writers in 

regard to Gen Y work expectations. This outcome led to the conclusion of being 

aware of these inconsistencies for future knowledge creation because they may 

continuously be contradictory. 

8.3.2 Summary of findings: Objective 2 

Findings from research objective #2 were fully addressed through the literature 

review in Chapter 2. It answered the second objective: to characterise theoretically 

the part of the lean principles and methods related to a changed work practice. It was 

answered through academic evidence and served as the groundwork for the third 

and fourth research objectives. The findings showed unclarity in terms of definition 

and conceptualisation of lean. In reaching this conclusion, the study disagrees with 

De Treville and Antonakis (2006), Hopp and Spearman (2004), and Bhasin and 

Burcher (2006) in defining lean as a purely methodological approach. The study is in 

line with Liker (2004), Stone (2012), Rother (2009), Bortolotti et al. (2014), Samuel et 

al. (2015), Chay et al. (2015), Neena and Misha (2019) and Sahoo (2019) who 

describes lean from an interlocking set of philosophies as a way of thinking related to 

principles and methods where human factors are embedded within the principles and 

methods and conceptualised lean in three levels (a) philosophy, (b) principles, (c) 

methods. It is possible to deduce from the findings that lean in its variety is consistent 

with the way Gen Y might view work in terms of involvement, participation, work 

goals, and benefits from participating in the decision-making process. 

8.3.3 Summary of findings: Objective 3 

The third research objective sought to answer: Through the use of action research, 

examine why, how and to what extent the specific lean principles and methods meet 
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the Generation Y characteristics and what changes might be needed in lean to occur 

for its successful deployment.  

First, each principle and method was analysed independently using an inductive 

process to determine their distinct components in lean that complement the Gen Y 

work view. In addition, each principle and method was analysed, taking into account 

challenges seen by this generation and recommendations given. The study revealed 

the specific components broken down to each of the introduced lean principles and 

methods that meet the Gen Y work view. Doing so exposed challenges during the 

implementation as an indicator of what lean is did not meet the Gen Y work view. 

Five methods and four principles were broken down. The findings from research 

objective #3 highlighted the distinct differences between each introduced lean 

principles and methods and how they are aligned (or not) with the Gen Y work view.  

8.3.3.1 Methods viewed through the lens of Gen Y 

The study revealed that methods such as SFM, HK, PDCA, and process mapping 

contributed to Gen Y's being goal-oriented (Shih and Allen, 2007; Venne and 

Hannay, 2018). In addition, methods such as SFM, HK, and process mapping 

support the Gen Y work view to strive for meaningful work (Eisner, 2005; Kian and 

Yusoff) experienced through prestigious work (Usmani et al., 2019). All of these 

methods, including Teamwork, foster a team approach and intrinsic aspects such as 

empowerment (Ng et al., 2010; Torsello et al., 2019; Lanfredi et al., 2019). 

Furthermore, methods provide structure and direction that could be viewed as 

restrictive. Surprisingly, this study revealed that the structure provided by the 

methods was viewed as liberating. These findings seemed to support statements 

from Reisenwitz and Iyer (2009) and Jagnani and Achhnani (2019), who claim that 

Gen Y seeks structure and likes to be managed. It might appear to be opposed to 

their desire to be flexible and autonomous in their work, as argued by Twenge 

(2010), Smith and Galbraith (2012), and Usmani et al. (2019). This study found that 

there was a balance between structure and empowerment. This seemed to be crucial 

in determining whether the structure would be perceived as motivational or 

demotivational. More detailed findings were discussed in Chapter 4.1; 5) 

The study found that methods that required constant follow-up in actions were more 

problematic to implement. That indicates that despite the aspects that meet Gen Y’s 
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work view, there were also aspects that did not. For example, PDCA, HK and 

process mapping were mainly embraced as methods. Focusing on the routine 

implementation and follow-up on their actions, they were not. In exploring this 

phenomenon further, the study revealed that participants were (a) unable to 

recognise a difference in their performance, (b) the duration until change was 

noticeable was too long, and (c) the perceived effort was too demanding. These 

findings could be attributed to their generational tendency to get quickly bored, 

seeking quick gratification and feedback (Pekala, 2001; Whitney et al., 2009; Venne 

and Hannay, 2018), and their claim to work on a prestigious project (Usmani et al. 

2019).  

With regard to teamwork or the team-based approach embedded in lean, it seems 

that certain traits of generational personality are opposed to it. What cannot be 

determined is the kind of personality. It is possible to deduce from the participants' 

data that opposing personalities impede teamwork. It is further possible to deduce 

that all methods requiring a team-based approach are not in alignment with a 

possible higher individualistic trait. It resulted in a dysfunctional implementation of 

lean and, ultimately in the absence of at least one participant. However, it could also 

be deduced that Gen Y likes collaborative work, i.e., teams. This could only be 

achieved as long as the teams' results are delivered more effectively than a single 

individual. Otherwise, a Gen Y individual contributor may not buy into collaboration. 

This might explain the apparent contradiction. These findings are noteworthy but 

should be considered as a possible outlier for the study. 

Overall, across methods, the most embraced lean method was SFM. The findings in 

Chapter 4.1 illustrate the richness of this method. One central finding of SFM was its 

ability to combine soft practice and the mechanics of the method more than the other 

methods. For example, on one side, through a team approach, leadership, and 

consistent communication, and on the other side, because of transparency through 

visualisation, feedback and solving problems quickly (Mann 2005; Imai 2012). When 

viewed through a generational lens, the study revealed that SFM was the key to 

integrating mindfulness more than otherwise. It also revealed that participants saw 

success in terms of performance, receiving help from their team members and 

leaders, and gaining recognition. It can be argued that while SFM was introduced 

first, including its daily exposure until the end of the study, participants quickly 
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recognised the benefit SFM provided for their team. It indicates the necessity of 

constant repetition of the methods to understand and fully embrace it. 

8.3.3.2 Principles viewed through the lens of Gen Y 

As described at the start of the study (Chapter 1.2; 1.3), lean principles were 

explicitly used to explore how Gen Y would embrace them by utilising them in order 

to create a deeper understanding of the desired target condition. As anticipated, the 

finding in Chapter 4.5 illustrates that lean principles are generally aligned with the 

Gen Y work view. When viewed through a generational lens, principles such as CIP, 

respect for people, waste elimination, and customer focus contributed to the overall 

intrinsic aspects of work—for example, empowerment, appreciation, or learning. 

What emerged was that principles were viewed as common sense and, therefore, 

seen as natural in how to work with each other. This could be attributed to their trait 

of being highly confident, as described in Strauss and Howe (2000), Kian and Yusoff 

(2012), Skorska (2018), and Venne and Hannay (2018). What might prevent Gen Y 

from seeing it as a necessity to work on? This resulted in a need to explain the intent 

and target condition for the principles repeatedly. For this generation, this study 

identified that the implementation of lean principles required more time because they 

were not as easy to comprehend when first introduced. Interestingly, the focus group 

data revealed that principles became an essential part of understanding lean's 

underlying intention. Participants saw a change in their attitude and work pattern also 

based on the principles.  

For this generation, CIP and waste elimination were a means to gain control over 

their work. The findings indicated that based on the step-by-step approach in CIP, 

participants could manage their work better. In addition, this generation's study 

revealed that the principles of waste elimination triggered more proactive handling 

due to their desire for a waste-free workplace. This would provide a higher locus of 

control for this generation and might be an answer to authors such as Jones et al. 

(2019) and Massingham and Chandrakumara (2019), who assert that Gen Y has a 

lower locus of control.  

One key finding that emerged from exploring lean principles was the impact respect 

for people had. This was demonstrated through higher knowledge sharing, learning, 

or working in collaboration as a team. It is possible to deduce that the provided 
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structure within the lean methods was viewed as supportive because lean principles 

softened it, in particular, respect for people. That means the structure was not viewed 

as constrictive; in contrast, it was viewed as liberating. This was demonstrated 

through statements and a quicker commitment to lean.  

With respect to lean principles, the study concludes that principles became an 

important part of Gen Y in understanding lean's underlying intention. Viewing through 

a generational lens may facilitate and explain the adoption level in their work 

practice. However, their intangible nature made it more challenging to incorporate 

into their daily routine. With respect to methods, SFM was the most embraced 

method in lean. It was the ability to combine soft aspects, such as health-related 

issues, and the mechanics of the methods in order to provide structure more than the 

other methods.  

8.3.3.3 Lean themes that meet Gen Y work view 

Second, the characteristics of the introduced lean principles and methods were 

analysed using thematic analysis. In comparing all of the collected data throughout 

the AR cycles, five themes and 13 sub-themes were identified across all introduced 

lean principles and methods. The five themes presented in Figure 10, including their 

corresponding sub-themes, created the essence of what components of lean 

principles and methods were desirable for Gen Y and discussed in Chapter 5. This 

inductive process was able to harvest patterns that would have been concealed 

otherwise. Although all of the themes were noticeable throughout the AR cycles, the 

impact varied depending on the principles and methods and intensity of practical 

application. 

Transparency 

As almost expected, transparency in lean gave the participants structure in how to 

manage their daily jobs. It resulted in feeling challenged to achieve their goals and 

become better. These findings are related to Skorska (2018), Torsello et al. (2019), 

and Jagnani and Achhanani (2019), who state that Gen Y is goal-oriented and 

motivated by challenging tasks. Interestingly, none of the participants felt pressured 

because of transparency. It was viewed as friendly competition. Also, the way the 
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team embraced daily communication was no great surprise. Employees can 

experience a lack of information and desire more communication. 

Furthermore, participants indicated a lack of communication and knowledge transfer 

in their first interview. Therefore, the findings indicate that routinely implementing 

communication as required in lean is aligned with the Gen Y work view. It led to an 

enhanced information flow within the team and fostered knowledge exchange.  

Human factors 

As indicated at the beginning of the study (Chapter 1.2; 1.3), the incorporation of lean 

principles within its human factors, such as involvement, was explicitly used to 

establish greater clarity into lean deployment. What unexpectedly emerged was the 

number of soft components that Gen Y was drawn to and how it changed Gen Y's 

attitude, including their outlook on work. Utilising lean was a means to become more 

reflective in their work by questioning their approach. In addition, for this generation, 

this study identified engagement, empowerment, or teamwork as traits in lean that 

complement their view of work. This finding is not to be underestimated because it 

showed the impact leadership had on the process. However, the influence of 

leadership was out of the scope of this study.  

Mindfulness 

In answering the third research objective, the study revealed a relationship between 

lean and mindfulness. While these are typically seen as separate entities, they held a 

positive relation in this study. The Gen Yers balanced their attention from a pure 

performance perspective to the well-being of the team and saw mindfulness in lean 

as a way to reduce stress, a better way to let their workflow and finally, to be 

perceived as a person. The findings in Chapter 4 illustrate the value mindfulness had 

for the Gen Yer. These findings could be attributed to generational authors such as 

Kian and Yusoff (2012), Skorska (2018), and Torsello et al. (2019), who describe 

Gen Y as a team that is interested in their colleagues' well-being and wants to 

balance their work. 
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Personal growth 

This study revealed personal growth as another unexpected outcome in identifying 

what in lean reflected Gen Y´s work views. For this generation, lean was viewed as 

developing their social and professional skills. It indicated that while implementing 

lean, their professionalism increased, and the team as a whole matured. Gen Y 

expectations to grow and learn in their job exist (Smith and Galbraith, 2012; Torsello 

et al., 2019). Instead of using lean as a cost-down initiative, the data indicate that 

organisations should reconsider their utilisation of lean. It seems that higher 

professionalism enabled employees to perform well at their jobs. The most surprising 

finding that emerged from this theme was that participants gained more confidence 

through lean principles and methods. This perception was shared in interviews and 

diaries. For one participant, it allowed him to stand up when talking to others and 

defend his position due to the increased knowledge of lean and how to approach 

work. Thus, it appears that lean has the potential to enable their capability to develop 

confidence in their ability to act.  

The study concludes that Gen Y was drawn to lean because of its intangible 

attributes. Transparency and communication, engagement, reflective work, growth, 

and mindfulness in lean played an intrinsic motivational role for Gen Y. It fostered 

learning, systematic approach, empowerment, teamwork, professionalism, and team 

development. In addition, lean was utilised to achieve work goals and to identify 

problems referring to fulfilling a more extrinsic motivation. For this generation, lean 

positively influenced their way of working, which led to increased performance, 

respect, and work engagement. 

8.3.4 Summary of findings: Objective 4 

The fourth research objective addressed conceptualising the outcome by creating a 

model of lean applicable to Gen Y. 

The study revealed what changes in the lean concept need to occur by 

conceptualising the outcome. This study proposes a lean and Gen Y model that 

includes lean principles, methods and human factors (Figure 12). Results show that 

the triangle in lean principles, methods and human factors are essential to be 

embraced by Gen Y. Other significant themes identified to make lean more attainable 
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for Gen Y were transparency, communication, mindfulness and technology. These 

themes emerged from the answers and responses given by the Gen Y participants 

and were built into the lean and Gen Y model. The study also revealed 

recommendations per introduced principles and methods in what changes in lean 

might need to occur. This is also illustrated in more detail in Table 16.  

In addition, to answer the research objective, the study showed how AR was utilised 

to engage the participants to deepen their understanding of lean to support the 

research objective. As illustrated in Chapter 4.3, AR supported the lean journey 

through an iterative process where participants were able to engage in the action-

taking and, more importantly, in the learning session. In this context, lean was closely 

aligned with the principles of AR, such as participation and collaboration. In this 

research, AR was not only utilised as a research methodology, but it also functioned 

as a change management approach. Regarding AR, the study revealed the 

importance of defined lean training, employee empowerment, participation and 

teamwork. One of the most salient factors that emerged from the study was the 

impact of reflection. It resulted in a more profound knowledge of lean and its 

application by continuously reflecting on it. In addition, the participative nature of AR-

enabled participants enabled them to engage in their lean implementation. This led to 

a higher commitment and understanding. The findings demonstrated the high impact 

AR had on the study and should be considered for future lean implementation.  

Finally, the study revealed whether participants changed their work practice and 

ultimately embraced lean or not. The reported and observed changes, including 

challenges and discouraging experiences, were analysed using a combined 

deductive, inductive process. In extracting the statements through the four AR cycles, 

the study was able to show how participants changed over time. These findings 

determined the success of the study in the eyes of the researcher.  

Regarding lean implementation, at least one team had a hard time embracing it. 

Results showed that team agreements were not followed, and follow-up actions were 

not implemented. It is possible to deduce from the participants' data that opposing 

personalities impede teamwork. It impacted any lean team-based approach, e.g., 

SFM, process mapping, and CIP. It is also possible to deduce that the structure and 

disciplined approach in lean were not accepted and were perceived as unnecessary. 
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This finding refers to the idea t that lean is an approach that seems not to work in 

dysfunctional teams due to high individualism (Twenge et al., 2010; Venne and 

Hannay, 2018) and independence (Jagnani and Achhanani, 2019). 

Furthermore, the structure and discipline might be opposed to Gen Y impatience and 

short-term plans (Ng et al., 2010). In addition, they expect that a job should be 

enriching. Hence, they also dislike protocols (Jagnani and Achhanani, 2019). In turn, 

some of the principles and methods suggest high standardisation, continuous 

reflection, and slow decision-making (Liker, 2004). Therefore, the findings of this 

team indicate that Gen Y characteristics are likely to be opposed to lean.  

Taking together, findings throughout the AR cycles demonstrated the journey of how 

the majority of the participants shifted their work practices into an improved 

collaboration through transparency and communication routine, higher knowledge 

transfer, a more systematic approach to managing their work, and higher social 

support to colleagues due to the implementation of lean principles and methods. 

During the process, lean principles and human factors supported embracing lean 

quickly. The study’s findings revealed that over time, lean principles and methods 

draw people in by giving them more confidence in approaching their work and peers. 

The lean mechanism of empowerment and engagement led to a higher commitment 

to lean and a desire to work in a waste-free environment. It resulted in a shift in work 

practices. This was demonstrated through statements provided by the participants. 

The interviews, diaries, focus groups, and action-taking sessions revealed that the 

majority of participants had gained critical thinking skills and changed their attitude 

into a more proactive outlook by increasing their ownership of improving. In addition, 

lean was positively associated with performance, including higher professionalism 

within their teams.  

It is abundantly clear that the combined effect of principles, methods, and human 

factors included working conditions that Gen Y embraced. For an organisation 

interested in implementing lean, the lean and Gen Y model presented in this study 

gives a practical guideline tailored to Gen Y by balancing the methods, principles, 

and human factors of lean. It further suggests that the lean implementation should 

accompany a reflective, empowered, participative and engaged process with Gen Y 
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participants. Lastly, this research supports the proposition that utilising the lean and 

Gen Y model harnesses generational engagement.  

8.4 Contribution to knowledge 

The purpose of the study was to understand whether lean can be deployed 

effectively to Gen Y as a principle and method-based approach. The depth and 

richness of the findings demonstrated an understanding between the adoption of lean 

principles and methods with its human factors based on the Gen Y work view. This 

study advances the previous literature on lean and Gen Y on various levels. The first 

contribution is a combined understanding of lean and generational studies. The 

second contribution shows theoretical and empirical evidence to which extent lean 

principles and methods and their embedded human factors are aligned with the 

Gen Y work view. By doing so, there are additional contributions to the existing lean 

literature. The third contribution relates to the extent to which changes in lean need to 

occur in order to be embraced by Gen Y in the future by providing a model.  

8.4.1 Contribution to academic combining lean and generational studies 

Lean research and generational studies are usually two separate disciplines. The 

specialized lean literature rarely ever attributes generational work views to the 

implementation of lean. Using AR, this research has explored the combined effect of 

lean principles, methods, and human aspects with the Gen Y work view. This study is 

one of a few which combines methods, principles, and human aspects to a 

comprehensive approach. By including the Gen Y perspective, this study provides a 

unique contribution to academic knowledge. 

The study combines lean and generational studies. Only a few past contributions 

offered interesting guidelines for lean and generational studies. Thirkell and Ashman 

(2014) and Tortorella and Cauchick-Miguel (2018) provided studies that focused on 

values and beliefs in relation to lean. Bruch and Smith (2019) approached their study 

to clarify which kind of training tools generate a more significant impact for Gen Y in 

order to understand lean. Tortorella et al. (2019) investigate the implementation level 

of lean production principles in relation to practitioners' lean principles experience 

and their intergenerational differences. Different from these studies, the present 

research offers a more focused but comprehensive understanding of lean and 
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Gen Y. It addresses a call of the above authors, who posit a further need for research 

in order to address the gap between lean and generational studies.  

In combining lean with Gen Y, this study revealed that lean as it is today should be 

embraced by Gen Y. However, enhancement should be considered in some areas to 

ensure an ever-greater backing of Gen Y regarding lean. This addresses a call from 

generational authors, such as Whitney (2009), Weßels and Havarbier (2015), and 

Massingham and Chandrakumara (2019), who contend to rethink current 

management paradigms based on the cohort's demands in changes of working 

conditions (Torsello et al., 2019; Balassa and Nagy, 2019). An essential contribution 

of this study is the alterations that are based on empirical indications based on real-

life experiences of this generation by applying lean. In addition, the findings in this 

study make an important contribution to better understanding what, why, and how the 

characteristics of lean meet Gen Y's work view.  

8.4.2 Contribution to understanding to what extent lean principles and 

methods are aligned with Gen Y work view 

This research contributes to the existing lean literature by exploring which methods 

align with the Gen Y work view and provide an extended view of lean principles. The 

lean literature focuses primarily separately on the implementation of methods and 

their impact on performance. In addition, lean principles are an important part of lean 

(Womack and Jones, 1996; Liker, 2004; 2007; Yamamoto et al., 2019). However, 

they are less tangible and more abstract. Its routine practice is subtler to witness and 

not as easy to implement. Most studies neglect the combined effect of principles and 

methods and investigate the more tangible methods. This study extends the research 

stream by combining principles and methods, which addresses the need from Yadav 

et al. (2017) to establish lean principles as a frame to support the integration of 

methods and human aspects. It further answers the call from Yadav et al. (2017) by 

revealing practical challenges in implementing lean principles. 

The unique contribution in researching the combined effects of principles and 

methods is grounded on the Gen Y perspective. It establishes empirical evidence to 

understand better how lean was perceived and gives a reason why - or why not - it is 

aligned with the Gen Y work view. The specific characteristics of the four principles, 

CIP, waste elimination, respect of people, and value in the eyes of the customer, 
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were the basis for exploring what and why it complemented the Gen Y work view. 

The findings showed that lean principles were used as decision criteria to improve 

their work and to become more self-directed. In particular, the principles of respect 

for people seemed to foster a modern workplace as desired by Gen Y. To this study's 

knowledge, the exploration of respect for people in combination with Gen Y is 

another unique contribution. This study reinforces research from Coetzee et al. 

(2018) to focus more on Toyota's original principles. This is reflected in the reaction 

of Gen Y through the removal of waste, challenging one another and entrusting each 

other with greater responsibility. Within their teams, they challenged and motivated 

each other. 

Furthermore, they took the initiative to solve issues in their teams. They did this by 

not only challenging each other but also by being empathic about each other’s 

needs. Through applying the principles, the participants grow as a team and on a 

personal level. 

In contrast, Tortorella et al. (2019) this study found that lean principles complement 

Gen Y work view through their desire to work on meaningful tasks (Kian and Jusoff, 

2012; Lanfredi et al. (2018) or through their preference to be empowered (Skorska, 

2018; Torsello et al. 2019; Muskat and Reitsamer, 2019). It can, however, be 

diminished by their tendency to seek instant gratification and feedback (Whitney et 

al., 2009; Venne and Hannay, 2018). Despite the differences in lean principles used 

in the study, this present study did not find evidence that lean principles are 

contradictory to Gen Y’s understanding of work. The study connects to Tortorella et 

al., 2019 by assisting its call for further research on Gen Y and lean principles, in 

particular, to move away from a manufacturing environment.  

With respect to the specific characteristics of methods, SFM, HK, PDCA, process 

mapping, and teamwork were the basis for exploring what and why it was aligned 

with the Gen Y work view. The findings showed that methods for Gen Y supported 

target achievement, direction, and structure and were able to act like a feedback 

system. This finding adds weight to and expands Lewis’s and Wescott’s (2017) study 

of Gen Y and lean by assigning Gen Y's work view to the methods. It revealed what 

specifics in the methods worked or not and gave insight regarding the application to 

change work practice. Unlike the above study, this study focused on whether Gen Y 
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would change their work practice. Therefore, an approach was established that 

allowed the changes to be made visible through implementation via process 

mapping, colour gradients, verbal feedback, and time in order to be able to explore 

what is lean meets Gen Y’s work view.  

A key contribution of this study concerns the role of human aspects embedded in 

lean principles and methods. This study paid attention to the human factors in lean 

Chapter 2.2.3 – 2.3.8. The LM literature acknowledged the human side as an 

important part of lean (Shah and Ward, 2007; Bortolotti et al., 2014; Danese et al., 

2018; Neena and Misha, 2019). However, as described above, the research attention 

and practical implementation in lean lies on the tangible methods by simultaneously 

neglecting this part of lean. (Liker, 2004; Marodin and Saurin, 2013; Chay et al., 

2015; Yadav et al., 2017; Ciano et al., 2019). The findings revealed that 

empowerment, leverage teamwork, and promoting cooperative relationships were 

essential to implementing lean, particularly for Gen Y. It resulted in learning, growth, 

and higher engagement. The findings indicate that lean overall was embraced with a 

high acceptance amongst participants since attention was also paid to the human 

factors in lean. This result has some implications for theory. It agrees with past 

results from Shah and Ward (2007), Liker and Rother (2011), and Bortolotti et al. 

(2014), who emphasise the human side in order to gain a competitive advantage. 

Further, the findings connect to Bortolotti et al. (2014) to gain a deeper understanding 

of the dynamics of human factors in lean deployment. In regard to contemporary 

researchers, it would be advised not just to carry their research forward by building 

on recent studies. They should be rigorous and not neglect the early work that 

recorded principles and methods of TPS as the foundation of lean if they do not do 

so, they risk missing the point of lean as a holistic management system.  

This study's incomparable contribution is aligning Gen Y’s work view to the human 

side in lean and explaining why these practices impact Gen Y`s work routine and 

performance. In exploring the impact of the human side amongst this generation, the 

study identified that lean became part of their daily routine. It further showed the 

impact on Gen Y. Participants became more mindful of each other, engaged in 

continuous improvement activities or enhanced their skills by engaging in different 

tasks. These findings add the Gen Y perspective to a study by Gaiardelli et al. 

(2019), who found a positive relationship between human factors, improved job 
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characteristics and business performance. The present study still raises concerns 

about the methodological focus in lean implementation by neglecting the potential of 

the human aspects of lean. This is part of the failure in the current lean 

implementation.  

8.4.3 Contribution to the human focus on lean 

In a similar vein, the study further contributes to the focus of lean on people. In fact, 

most of the lean literature uses the organisation as the unit of analysis. Since this 

study aimed to explore what characteristics in lean meet the Gen Y work view, this 

study's unit of analysis was the individual itself. Considering that an organisation is 

comprised of individuals working together, it is sensible. It allowed a more insightful 

response since the answers were based on their self-perception. It answers, to a 

certain degree, the call of research, which tries to understand the relationship 

between human research and operation research. Table 13, developed for this study, 

shows the effect between lean principles and methods (i.e., usage of its practice) and 

key points from supporting literature regarding Gen Y work expectations.  

The study revealed that the lean implementation viewed through a generational lens 

made room for creativity, professionalism within the teams and a balance between a 

nurturing and challenging work environment. This also supports the idea of human 

factors by focusing on people rather than organisational units. This finding addresses 

the concern of Stone (2012), Yadav et al. (2017), and Coetzee et al. (2018), who 

identified the need to pay attention to people in order to harvest their creativity and 

human expertise. Given Gen Y’s understanding of work, such as increased 

cooperation, to be part of the decision-making process and expected feedback and 

autonomy, these findings matter regarding future lean implementation. It matters 

because Gen Y is questioning work conditions and content; they require flexibility 

and dislike orders and hierarchy (Tortorella et al., 2019). In other words, lean 

principles appear to be common sense (as expressed by the participants), but in the 

view of humanising and democratising work, these principles ensure a work 

environment Gen Y prefers. As shown throughout the research, principles contain the 

potential for individual and team development as well as self-realisation. In an 

increased non-manufacturing environment, research should pay more attention to 

principles and their potential for a democratic and humanised work environment. 
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Opposed to focusing on methods in relation to financial performance. If they do not, 

they may risk missing building knowledge for further lean implementation.  

In this sense, this study reduces a gap by providing insight to understand better the 

adoption of lean with respect to Gen Y’s work view and allowing organisations a 

proper expectation regarding the lean outcome.  

8.4.4 Contribution of a lean and Gen Y model 

An important contribution of the study has been conceptualising a lean and Gen Y 

model (Figure 12). The model comprises lean principles, methods, and human 

factors representing the topics applied to lean. It further suggests enhancing 

transparency, communication, and technology and incorporating mindfulness into it. 

According to this study’s findings, these themes reflect alterations in the existing lean 

concepts. The model emphasises the importance of human factors in lean, 

orchestrating their impact on Gen Y. By introducing themes that need to be 

enhanced or incorporated into lean, the study revealed what lean concept changes 

need to ensure even greater support by Gen Y. The study establishes that lean can 

be aligned with the Gen Y work view by harvesting the lean themes that correspond 

with the Gen Y style. The model answers to a certain degree to a paper from Lewis 

and Wescott (2017), who urge to explore the benefits related to human factors and 

Gen Y. This research is the first to combine and synthesise previous Gen Y and lean 

literature in order to explore lean for the purpose of understanding what of lean 

meets Gen Y work view into a recapitulated model. The proposed model is based on 

the results of this study's literature review and AR.  

8.4.5 Emerged contributions 

Furthermore, some emerging topics will add to academia.  

The study answered a call from Vasmi and Kodali (2014), Sinha and Matharu (2019), 

and Danese et al. (2018) to expand lean research outside of manufacturing. It further 

adds to the discussion from Krospu-Vehkapera and Isoherranen (2018), which 

focuses on an understanding of lean in knowledge work and, more specifically, 

Gupta and Sharma (2016) in regard to lean in service. The study revealed some 

specific principles and methods that were applicable outside of manufacturing and, 
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more specifically, usable in the context of knowledge work. It further showed a more 

participative rather than directive approach while introducing lean. Based on the 

findings, the participative approach echoed a higher understanding of lean. 

Furthermore, some methods and principles led to stress relief within the teams. This 

indicates that lean could improve the thinking process within the knowledge worker 

due to the complexity of work or stress. 

Furthermore, the study makes a small contribution to addressing the limited 

consensus in lean principles by using the five widely accepted principles from 

Womack and Jones (1996). However, the focus on people is missing within these 

five principles. This might cause a different focus in lean implementation and is 

misleading since people are an important part of lean (Liker, 2007; Bortolotti et al., 

2014; Gairadelli et al., 2017; Sahoo, 2019). This study added the principle of respect 

for people to address the human perspective. This would help to bring the 

employees' perspective into the lean concept. It further helps to develop a better 

understanding of lean.  

8.5 Methodological contribution 

The exploration of lean and Gen Y regarding the current and future perspective of 

lean added to the existing literature by using AR as a research methodology. Using 

AR also advanced the understanding of implementing lean in practice. Key 

implications are given in the following section.  

8.5.1 Contribution to academia using AR as a research methodology 

Hardly any study in lean uses AR to gain new perspectives from this methodological 

approach; therefore, this research added a new view to the understanding of lean. 

Adopting a methodology for reviewing the lean and Gen Y compatibility while 

simultaneously using lean to solve real-time business problems provides depths in 

data to enrich the extant literature. This study was able to use multiple data-gathering 

methods over time. Doing so revealed the interrelationship between things (i.e., lean 

principles, methods, human factors and Gen Y). It contributes to the literature by 

demonstrating that lean research can harvest the strengths of AR and its interrelated 

methods (i.e., interviews, focus groups, diaries), including its participative approach 

in order to provide richness. In addition, the study assists on a methodology level by 
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demonstrating how to apply new technology, such as online interview sessions, focus 

groups via MS Teams, or conducting action-taking sessions via Zoom. This study's 

methodological contribution is seen as filling a gap in the lean literature on 

methodology.  

8.5.2 Contribution to practice using AR as a change management approach 

From a practical contribution, the positive impact of AR was evident. AR functioned in 

this study as a change management approach. AR-enabled the participants to learn 

about lean on two different levels. Level one gave the participants time to gain 

knowledge about lean and understand the intention behind it. Level two, the given 

space enabled the participants to reflect on how lean impacted them. By doing so, 

participants were able to shift perspectives of their working patterns and act on them. 

Furthermore, they were able to adapt lean according to their needs.  

Next, with a participative approach during the diagnosis, planning, action-taking, 

evaluation and specified learning phases, participants were engaged in their lean 

implementation. From a practical point of view, AR became a catalyst in the lean 

implementation. The steps in the cycles ensured that the committed actions 

materialised. Practice needs to consider involving employees more during the lean 

implementation despite the required time and high resource demand. Furthermore, a 

knowledgeable facilitator in lean and methodology would be needed. The AR 

approach could be used for a lean implementation, which would underline the 

respect of people's principles in lean. This, in turn, would support a more adaptive 

lean approach rather than a one-fits-all all approach. 

8.6 Contribution to practice 

The findings of this current AR study have several practical implications for 

organisations, managers and lean practitioners. Key implications are given in the 

following section.  

Managers 

Organisations need employees who are engaged, creative, and can identify 

themselves with the work they do. In other words, for organisations to overcome their 

business challenges, they need engaged employees. According to authors such as 
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Whitney (2009), Torsello (2019), and Balassa and Nagy (2019), Gen Y has different 

work views than the previous generation, which led to the challenge of whether 

existing processes and working conditions are suitable for Gen Y. With respect to the 

practical contribution, this study identified lean principles and methods that are more 

likely to be embraced or to create conflict through Gen Y work view. Hence, these 

findings provide managers with a reference to anticipate behavioural issues by 

implementing lean principles and methods. Finally, the findings provide managers 

with a reference to reinforce positive outcomes using lean principles and methods to 

design a workplace of choice and mitigate possible conflicts.  

Organisation 

There are indications that a combination of methods and principles with the 

underlying human factors would achieve several goals and result in superior team 

performance. Thus, it seems to be important for Gen Y to be autonomous in their 

work and, at the same time, to seek structure and direction in order to fulfil their 

professional responsibilities. In doing so, organisations are well advised to provide 

their associates with the necessary equipment. This study identified how Gen Y’s 

work practice changed over time. Hence, the finding provides evidence that led to 

believe that lean supports a higher locus of control for Gen Y. Furthermore, it showed 

that Gen Y became more mindful regarding their work and colleagues. Primarily, 

these positive emotions can concur with resulting in increased work engagement. 

This might be particularly interesting for HRM and organisational development 

practices associated with lean to rethink current training portfolios and work 

conditions. Lean could be used as an enabler for a healthy work environment where 

employees give their best.  

Lean practitioner 

About four decades ago, lean was introduced into industry to change a paradigm of 

how to build quality into the manufacturing process, increase performance and put 

people at the centre of the system (Yadav et al., 2017). Since then, practice sought 

to implement lean, mainly focusing on methods. There are indications in practice 

about a changing focus towards human factors. The findings from this study clearly 

showed that Gen Y responded to the underlying human factors in lean. From a 
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practical standpoint, this study identified and described principles, methods and the 

usage of human aspects in relation to the Gen Y work view. In addition, the study 

identified aspects of lean that need to be altered to ensure an even higher backing of 

Gen Y. Hence it provides practitioners with key themes that seemed to be necessary 

to implement a holistic LM in the future to be accepted by Gen Y and to generate the 

desired outcome. The experienced lean practitioner might be able to follow up with 

this task, but it involves knowledge regarding the human factor in lean. Lean 

practitioners might need training to support an organisation appropriately. Besides 

this point, practitioners should be aware of lean principles and the principles of 

respect for people as being central. Since it has not been a focus in a lean 

implementation, it just shows where the priority of management lies. Mainly in the 

application of methods in order to generate financial performance instead of paying 

equal attention to caring about their employees.  

Gen Y / employees  

This research argued that employees make a difference instead of machines. It is 

essential to give importance to the employees and listen to them (Karlsson and 

Åhlström, 1996) in order to deliver better results for the organisation and its 

employees. With respect to lean and its practical contribution, the study identified 

three points related to Gen Y as employees.  

1. Findings identified lean methods and principles that created an effective work 

environment where Gen Y is engaged. Principles such as CIP, respect for 

people, or methods such as SFM and process mapping taught Gen Y to think 

about their jobs, to be mindful of each other, and to be innovative in thinking 

about new ways to do their jobs. Adopting aspects of lean that are positively 

associated with Gen Y’s work view might give Gen Y a more meaningful work 

experience by increasing their performance. Hence, lean provides Gen Y with 

a framework to become more professional and engaged.  

2. Findings identified lean principles and methods that meet Gen Y work 

expectations. Lean entails a shift in behaviour, which is usually time-intensive 

and requires the incorporation of lean into a daily routine. Drawing in lean 

principles and methods that are likely to be embraced by Gen Y will make a 

lean implementation successful. Success means using lean to identify and act 
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on business improvement points rather than implementing methods. Hence, 

this finding can be used by the Gen Y cohort to support lean implementation 

and avoid unnecessary effort.  

3. The proposed lean and Gen Y model supports building a framework for lean 

implementation, taking into account Gen Y's work expectations. This study 

offers an understanding of Gen Y in relation to lean, in particular to the often 

neglected human factors of lean implementation. It might assist in a more 

successful lean implementation by including the voice of Gen Y.  

According to Senge (1990, p. 4), ‘The organisations that will truly excel in the future 

will be the ones that discover how to tap people’s commitment and capacity to learn 

at all levels in an organisation.’ This means that lean needs to reflect the Gen Y work 

view to be awarded engaged and productive employees. 

Finally, while these findings have provided insights and a better understanding of 

what characteristics in lean meet Gen Y's work view, there are also some 

implications for the future. An inevitable fact is that the older generation is moving 

towards retirement. That means that Gen Y today are the business leaders of 

tomorrow. They will use their style and resources to steer the business. However, the 

probability of embarking on a particular concept, idea or practice is higher if it is 

aligned with their strengths and styles. Aligning Gen Y’s work view with lean might 

enable future leaders to carry their business successfully to the future. The practical 

implications are that aligning lean with Gen Y strengths will more likely be utilised to 

transform businesses.  

8.7 Limitations 

The limitations of the study include: 

• The willingness to participate in the study during the action-taking sessions, 

focus groups, interviews, and writing of the diaries was beyond the influence 

of the researcher. 

• One participant left the study unannounced between cycles two and three. 

• Diaries were sent in irregularly by the same participants.  

• The self-reporting nature of the interview and diaries might have led to some 

inaccurate responses, causing bias due to the participants' self-image. Group 
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thinking might have caused the same effect during the focus group sessions 

or action-taking sessions.  

• External and internal environmental aspects of the organisation are dynamic 

and cannot be controlled. During the period of the study, two unforeseen 

factors occurred. First, the Covid-19 pandemic caused issues regarding travel 

restrictions, bans on going out, and bans from offices. However, the study was 

able to transition to an online format for the interviews and focus groups. 

Second, the participants were informed that part of the organisation, including 

their department, would be sold by the end of the year. This disrupted their 

motivation to do extra work. Not all participants were present during the 

action-taking sessions and focus groups. Diaries were not sent in from June 

2021. It also caused some participants to leave the company.  

• The research was limited to nine participants within one department in one 

organisation, which means it is unlikely that the sample represents the target 

population (Creswell, 2012). Findings might be transferred to similar settings 

within Gen Y. 

• A limiting factor was accessibility to an organisation and, therefore, 

participants who were interested in the study. Therefore, the participants in the 

department were all male. It is unclear whether the responses would differ if 

the participants were female or the group were mixed.  

• Furthermore, the researcher's profession is based in the lean field, which 

might have unintentionally influenced the research regarding the data 

gathering, analysis, and interpretation of the participants' responses. However, 

data triangulation and member-checking occurred to ensure that the 

interpretations were accurate in the participants' eyes (Lincoln and Guba, 

1985, 1986) 

Despite the limitations, the approach allowed the participants to gain real insight into 

data supporting the overall aim. Furthermore, the study met the necessary criteria of 

trustworthiness and authenticity, such as credibility, transferability, dependability and 

confirmability (Lincoln and Guba, 1985; Nowell et al., 2017), as described in Chapter 

3.8. Too often, the focus on lean is on applying methods to improve the productivity 

of most manufacturing operations. This study believes that the result can be 
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transferred to similar department structures or upscaled on an organisational level in 

the context of Gen Y.  

8.8 Future research 

This study explored and conceptualised lean through the lens of Gen Y. To the best 

of this researcher’s knowledge, this research is the first attempt to integrate lean 

principles, methods and human factors with Gen Y and proposes a model and some 

recommendations on how to adapt lean for Gen Y. Clearly, the relationship between 

lean and generational studies stands out as an opportunity for additional exploration.  

First, the most obvious suggestion is to repeat this study with other Gen Y 

participants in another industry, service, healthcare or public administration. Since 

this study was conducted outside of Germany, future research could expand the 

study to other countries. The aim would be to understand how effective the proposed 

model is in different contexts. Repeating the study in a different country would 

provide insight into whether the effect is only applicable in Germany or whether it has 

international applicability.  

Second, it is necessary to include more participants in order to obtain a higher 

distribution of Gen Y’s work view. The fact that the study comprised only male 

participants suggests additional research to explore gender differences. In a similar 

vein, personality traits were out of scope. Gen Y personality might affect their work 

view. Therefore, exploring the proposed model on Gen Y personality traits such as 

individualistic vs collective will be particularly interesting. Therefore, building on this 

knowledge, the model could be enhanced in order to facilitate the different 

personality traits of Gen Y.  

Third, although the impact of leadership was out of scope for this study, it is an open 

question whether leadership would hinder the interaction between lean and Gen Y or 

act as a catalyst in the proposed model. After all, leadership is considered a 

significant influence on lean implementation. In addition, Gen Y is seeking mentoring 

and coaching from their leadership. It would be a fruitful avenue to examine the 

interaction effects between the proposed model and leadership.  
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Fourth, the design of future research should include changes in the work 

environment. For example, Covid-19 has demonstrated that Gen Y employees can 

work remotely effectively. Future research needs to look for how lean can be 

implemented effectively for Gen Y with a ghost audience (not physically present) 

without compromising its intent.  

Finally, future research can be devoted to validating the outcome in a longitudinal 

approach. This perspective would better explain how the lean principles and methods 

and human factors support each other and contribute to a higher Gen Y engagement. 

8.9 My personal reflection as a researcher  

Looking back, doing this research was an adventure. The opening sentence of the 

study stated that for many years, lean had changed the story of industries and 

businesses by creating value and the way organisations manage their work. This 

study contributes to this ongoing story by extending the view into how lean could be 

utilised for Gen Y. It provided new academic, practical, and methodological insight. 

First, the study showed the extent to which lean principles and methods with human 

factors align with Gen Y’s work view using AR. Second, the study enhanced this view 

by showing that lean could create a desirable work environment for Gen Y and 

simultaneously contribute to a performance increase.  

However, Guba and Lincoln (1981) stated that ‘Rarely does anyone report how they 

were changed by undertaking the study or what personal truths found as a result of 

interactions with a project or a culture’ (p. 148). With that said, this section is 

dedicated to describing my personal experience and learnings during this AR study.  

As previously described, I can draw on many years of lean experience as well as 

facilitating change. Going through an intense literature review and working with the 

Gen Y group led to gaining knowledge regarding lean. I was aware of the human side 

of lean, such as being respectful, challenging employees, caring about their 

development and health, and empowering employees to do their work correctly. I 

was stunned to learn how much Gen Y liked the idea of mindfulness in lean. 

Furthermore, that lean leads to a more professional way of working, as well as 

building up resources such as confidence was enlightening for me. The learning on a 

personal level was to stay cautious of the knowledge we possess because it 
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influences our answers or recommendations to others. With that said, the research 

challenged me to question my perception, understanding, and belief in lean. 

Participants and I took a deep dive, reflecting on the phenomenon. Below is a quote 

from my diary as I reflected on the focus group session.  

‘I am starting to wonder what lean really means or what I believe 

lean should be. Lean has so many levels and ankles. How do I really 

define lean? Since this study, I don’t even know – it starts changing 

based on what I read and hear. It is a philosophy and a way of 

thinking. Reflecting on how the team uses lean, it could also be a 

learning framework for doing your job. Since it is principles-based, it 

has some moral aspects in it too. Kind of a compass for managers 

and employees in how to work together.’(Researcher Diary, June 

2021). 

I contemplated how important it is for me and my study of how the team understands 

lean. Because I wanted them to understand that lean is not just a methodological 

box. It was essential for me to because it would mean that I could open lean to them 

as a way of thinking. It was a validation for me as a subject matter expert. It was also 

important for the study. Participants needed to understand that lean comprises more 

than methods; otherwise, how could they reflect on it and transfer it to their way of 

working?  

And finally, after listing how the perception of lean has changed for the participants 

and reviewing their written diaries, I reflected on what it meant to me since I have 

been with lean for so many years:  

‘Lean, for me, is a way of life. It guides you to do your job and 

understand not to waste other people's time. The idea of waste 

makes me think about what is important to me and how I want to 

spend time. In regard to business, I truly believe it is a way to stay in 

business by pulling on the strength of any individual.’ (Researchers 

Diary, January 2022). 

In conclusion, my reflection on the meaning of lean reinforced my comprehension of 

lean based on the literature and the responses I received from the participants.  
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While contemplating what lean means to me, it became apparent that I use 

opportunities to lecture on the subject. I think teaching is a way for me to reach 

colleagues, students, or, in this case, Gen Y employees in order to help them 

understand how lean thinking creates a more respectful working environment. Also, 

teaching lean helps me with practical implementation because it ensures that I do not 

lose sight of the principles and their original intent.  

And then, I reflected on what I learned about lean by putting it into practice in regard 

to the sub-teams, individual participants, and the role of their direct management.  

In this study, there were factors within the sub-teams that were different. For 

example, sub-team 1 seemed to have previous lean experience. Sub-teams 1 and 2 

appointed and used a moderator in their SFM, process mapping, or PDCA session. 

This variance provides the change for interpretation and learning. It was easier for 

the sub-team with pre-lean knowledge to accept specific ways, such as daily morning 

meetings for SFM, having an agenda, and being on time. They also were faster in 

connecting lean methods with principles and outcomes. It was helpful because this 

sub-team spoke up and disagreed if other participants were reluctant to implement a 

daily meeting. I was grateful because I wanted to give the participants the space to 

come up with their solutions instead of telling them what to do. In regard to lean 

implementation, positive pre-knowledge might be helpful because they act like 

advocates.  

Another learning experience for all of us was the role of the moderator. I recommend 

appointing a moderator who guides the team and ensures that agreement is 

implemented. The reason is that principles and methods are implemented effectively 

and ensure that each team member is contributing. Therefore, the moderator role 

must be assigned to a team member who is willing and capable of performing the 

task and staying in the implementation process throughout it. As described in 

Chapter 4.2.1, the moderator who was assigned to sub-team three vacated the role. I 

believe he was capable, and although he appeared willing, it was apparent that he 

was not due to his lack of presence. My recommendation in the future is to 

incorporate a role rotation, e.g., the moderator is to switch monthly to ensure each 

team member has the opportunity to moderate and take over if a moderator is 

absent. 
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Regarding people, I tried to have the mindset that all participants were willing and 

able to perform to the best of their ability. However, I did observe some differences 

between participants. This provides an opportunity for learning. When asked for 

feedback, one participant who had participated in Team 3 parroted the same 

feedback given by the previous participant because he had no experience to draw 

from. My learning is that knowing that he had no learning experience, I needed to 

ensure that it did not bias my response to his feedback. For example, immediately 

dismissing his feedback as non-valuable, I wrote in my diary: 

‘I have to be careful not to show signs of disbelief or, even worse, to 

make a comment. I can tell that there is no substance to his 

answers. I have a hard time to take his answers seriously, not so 

much during the action-taking session but in the focus groups 

because it is the follow-up implementation.’(Researcher’s diary, June 

2021). 

My recommendation to others in the moderator role is to stay neutral to not 

jeopardise the relationship you are building.  

Another instance was a participant in sub-teams 2 and 3. He had a voice as part of 

sub-team 2, but when migrating to sub-team 3, he seemed to be unable to contribute 

his learning from Team 2 to Team 3. The reason for this Sub-team 3 included a 

member who was very much the dominant personality, and the migrating individual 

was much more of an introvert. I reflected upon this: 

‘This is weird. Every participant in sub-team 2 is clearly implementing 

and going through a learning curve. How is it that this is not taking off 

in sub-team 3, despite having someone who can share how the other 

teams are handling being on time and working on CIP? It is really a 

shame because this would have been an opportunity for the sub-

team 3.’ (Researcher’s diary, August 2021) 

As time progressed and I spent more time with the participants, I wrote: ‘I have to be 

careful not to prejudge because I don’t know the participants well enough. It seems 

they are a little overestimating their own ability by knowing everything better. In lean, 
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you pull on your team. This sub-team 3 is more individualistic and not willing to learn 

from another team member.’ 

My learning is to have a strong moderator who can draw on each individual and 

reinforce agreements.  

In addition, I found myself thinking about the role of management in lean. According 

to the literature, management is crucial because they are the ones who give the time 

for problem-solving, support solutions, intensify collaboration, and actively seek out 

new ideas. Literature even states that without management commitment, a lean 

implementation fails. I entered the study with the full conviction that if employees 

understand the reason for lean and it makes sense to them, they will use it. I 

struggled with the idea of whether management is as important as the literature 

claims. In addition, the head of the department was part of the Gen Y cohort, and my 

study was set out only to investigate Gen Y without any consideration of 

management. So, I wrote at the beginning of the research: 

‘Do you really need a manager who tells you not to be wasteful or to 

organise your day better? I don’t believe this. Aren’t people smart 

enough to support each other? Don’t they want to go home and have 

peace of mind? So no, I don’t think management needs to tell you to 

look for waste or set up a meeting in the morning to review your 

tasks.’ (Researcher’s diary, March 2021) 

As time progressed, I pondered on the influence the head of the department had and 

how important he was for the individual sub-teams to implement lean.  

‘He is present in all of the sessions we conduct, and yes, he was the 

one who appointed the processes to be mapped. He did this to save 

time for us as a team. Instead of going through the consensus 

building of what process should be mapped. In addition, he did not 

use his authority power to force the one team to be more engaged. 

He also did not pull back the participant who clearly left the study. He 

is a learner like we all are. However, it is undeniable that he did 

empower the team. They are allowed to change their work practice 

and implement their solution.’ (Researcher’s diary, August 2021) 
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In this study, it appears that this direct manager had a democratic leadership style. 

He wanted to gain consensus regarding agreements rather than a traditional leader 

who quite simply articulates goals and delegates them. It was evident that he was 

treated with respect and was part of the team. This democratic style allowed the 

team to function as a team, almost like applying shared leadership amongst 

themselves. I was going back and forth, acknowledging whether or how much 

influence the head of the department had on this lean implementation. Nevertheless, 

there is a diary entry from one of the participants saying: 

’I am glad he is on the team.’  

Even at the end of the study, I am still uncertain about the management role as 

described in the literature. However, reflecting on this experience, I acknowledge the 

department head's positive influence on the team by empowering them. I asked 

myself how the team would have implemented lean if this particular leader were anti-

lean.  

The common denominator regarding the reflection of the meaning of lean, the 

differences in teams and peoples, and the role of management is to stay conscious 

of any bias. These biases influence our behaviour, process and recommendation to 

others. With that said, they influence our ontology and epistemology. Therefore, I can 

only recommend following the chosen methodology and starting to develop an 

expertise that allows you to increase your awareness of the biases within you.  

Then, I reflected on the learning I took away from using technology, such as 

conducting focus group sessions and interviews online, as well as an action-taking 

session, such as process mapping. It bridges a gap in communication in the sense 

that it allows me to meet with the team and give guidance and feedback. For me, it 

was an enlightening experience because it forced me to learn techniques that I would 

typically not have been exposed to. Although the technology was a great help with 

communication and was more economical in regard to time, I am still don’t believe 

that it can replace face-to-face interaction with the team. For example, reflecting on 

the action-taking session, the team became energized when coming together in the 

room. I felt tense at the beginning (first interview) because I could not see their body 

language. As time progressed, especially after the first face-to-face meeting, I 

became more relaxed because I could sense the emotions in the room, the 
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responses to me, and the topic at hand. In regard to lean implementation, technology 

has proven to me that it can be implemented, but I am concerned it can be done as 

effectively as a traditional coming together in a face-to-face approach. Unfortunately, 

you miss nuances in conservations and helpful side conversations.  

Next, I also contemplated on AR. I believe AR contributed to the study because it is 

closely aligned with lean principles. It is also aligned with the Gen Y work 

expectation, e.g., to be part of the decision-making process. It allowed participants to 

raise their voices and design their lean implementation. I reflected on the motivation I 

took away from the action-taking and focus group sessions. I wrote in my diary: This 

works better than I thought. I feel that by reading their diaries and listening to what 

they learned, they start to change. This is inspiring. I feel when I talk to them, I learn 

something new (Researchers Diary, May 2021). I think if you are truly interested in 

people's views, there are some influential pieces we can take from every individual 

experience and be able to apply them in certain areas of life. Also, this approach 

proved to be very effective and made changing their work practice easier. In my view, 

organisations should implement lean via this action research model. 

At last, I reflected on the research itself. Sometimes, the entire research process felt 

exhausting. It started with trying to gain control over literature in the extensive 

research field of lean and Gen Y. It was challenging to filter through the extensive 

themes and select the topics relevant to this study. Another daunting task was to 

make sense of all the data collected, pan through it all, and identify the golden 

nuggets. Finally, writing up the results along with all of their refinements and 

iterations, I felt this would never end. The challenge was to boil all of the results down 

into clear and articulate points. Reflecting on the research, the process was 

exhausting, but I think it is necessary to gain clarity yourself. It needed time to sink in. 

My advice is to take the time needed and remove major distractions in order to 

engage entirely with the data. It got me in the flow of thinking, writing, reflecting, and 

being creative. 
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8.10 Final remarks 

Finally, this research was part of the researcher's professional and personal 

development. This study was a humbling experience and a constant mirroring and 

reflective process. It opened my eyes to new theories and perspectives regarding 

lean and Gen Y. It allowed me to apply and test the research results in real time in 

my profession. Also, I realised that after more than ten years of committing myself to 

lean as a profession, there was so much more to learn. Through this experience, I 

was introduced to new techniques for learning, such as reflecting writing and 

structured qualitative analyses.  

What is next? My desire is to publish this result in an accredited research journal and 

ultimately to write and publish a book for the lean community to benefit and grow 

from.  
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Appendix 

Appendix 1: Informed consent to participate in research  

The participants consent form is written in German since the study was conducted in 

German 

Sehr geehrte Teilnehmerin, 

Sehr geehrter Teilnehmer,  

 

in diesem Schreiben erhalten Sie Details zum beabsichtigten Forschungsvorhaben, insbesondere zu 

Ihrer Teilnahme, Vertraulichkeit und Freiwilligkeit.  

 

Der Titel der Arbeit lautet: … Die Arbeit entsteht an der University of Gloucestershire. 

 

Das Ziel der Studie untersucht, auf welche Weise die Lean Prinzipien, Tool Set und Methoden 

transformiert werden können, um den Anforderungen von Generation Y gerecht zu werden.  

Gemeinsam mit einem Team von Praktikern der Generation Y wird durch die Einführung von Lean 

Prinzipien, Tool Set und Methodologie ein bestimmten Projektthema bearbeitet. 

 

Ich lade Sie hiermit zur Teilnahme an der Forschung ein. Mein Interesse besteht darin, Ihre 

Sichtweise zu dem Erlebten während der Studie zu verstehen, um einen Beitrag zu den Lean 

Management und Generationsstudien zu leisten.  

 

Bei dem Forschungsvorhaben handelt es sich, um eine Aktionsforschung (Action Research). Das 

bedeutet, dass wir gemeinsam Veränderungen anstoßen und die Ergebnisse reflektieren. Der 

Schlüssel liegt dabei in der gemeinsamen Zusammenarbeit und dem Erkenntnisgewinn. 

 

Ihre Teilnahme 

Das Forschungsvorhaben basiert auf einem iterativen Prozess bestehend auf einer Datenerhebung, 

Planung, Intervention und Reflexion. In diesem Zusammenhang sind insbesondere die Aspekte von 

Lean Management in Kombination der Generation Y Charakteristik von Bedeutung. Ihre Teilnahme 

beinhaltet 1x ein individuelles 60-minütiges Interview, 6-8 Gruppen-Session mit der dazugehörigen 

Reflexion sowie die Führung eines Tagesbuches, welches Ihre persönlichen Eindrücke enthält und 

wöchentlich von mir eingesammelt wird, um weitere Gruppen-Sessions zu planen. Die Interviewfragen 

legen jedoch den Grundstein für die erste gemeinsame Intervention und konzentrieren sich auf den 

Ist-Stand zu Lean Management und Generation Y. Die Gruppen-Session und Reflexionen 

thematisieren dabei die wirkenden Elemente von Lean Management in Kombination der Generation Y 

Charakteristik. Das bedeutet, dass von meiner Seite aus, spezifische Fragen gestellt werden, aber 

auch zusätzliche Fragen, um neue Dimensionen zu klären, zu verfeinern oder zu erkunden.  
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Nutzen 

Möglicherweise erzeugt die Teilnahme an dieser Studie keinen direkten Nutzen für Sie. Ein indirekter 

Vorteil, der durch Ihre Teilnahme entsteht, besteht in dem Kennenlernen und Umsetzen der Lean 

Prinzipien, Tools und Methodik. Ein weiterer möglicher Vorteil, der durch Ihre Teilnahme und den 

gegebenen Antworten entsteht, ist eine möglicherweise positive Veränderung in Ihrer Gruppe. 

 

Vertraulichkeit 

Alle bereitgestellten Informationen und / oder identifizierenden Aufzeichnungen werden vertraulich 

behandelt. Informationen und Aussagen werden ausschließlich mit der Gruppe geteilt. Es werden 

keine einzelnen Personen mit Dritten besprochen. Die nur für den Forscher zugänglichen Daten, 

werden als eine passwortgeschützte Computerdatei für mindestens fünf Jahre aufbewahrt und im 

Anschluss gelöscht. Daten aus dem Interview und Gruppenreflexionen werden per Audio 

aufgezeichnet und transkribiert. Die erhobenen Daten werden mit einer Nummer oder einem 

Pseudonym (falscher Name) versehen und codiert. Ihr richtiger Name wird nicht verwendet. Die 

Forschung wird veröffentlicht. 

 

Freiwilligkeit 

Ihre Teilnahme an dieser Studie ist freiwillig. Sie können sich jederzeit dafür entscheiden eine Frage 

nicht zu beantworten oder von der Studie zurückzutreten. Die Beantwortung oder Nichtbeantwortung 

von Fragen hat keine negativen Auswirkungen für Sie.  

Wenn Sie Fragen zum Forschungsvorhaben haben, kontaktieren Sie mich bitte. 

Heidi Pschibilla 

 

 

Mit der Unterzeichnung dieses Formulars bestätigen Sie, dass Sie die Art der Studie, die Mittel, mit 

denen Ihre Identität vertraulich behandelt wird, verstehen. Ihre Unterschrift auf diesem Formular zeigt 

auch an, dass Sie 18 Jahre oder älter sind und Ihre Erlaubnis erteilen als freiwilliger Teilnehmer an 

der beschriebenen Studie teilzunehmen. 

 

Name des Teilnehmers  ____________________________  Datum  __________________  

 

Unterschrift des Teilnehmers  ________________________  Datum  __________________  

 

Unterschrift des Forschers  __________________________  Datum  __________________  
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Appendix 2: Biographical data checklist 

Main study 

BIOGRAFISCHE 

CHECKLISTE 

(Demografische 

Informationen) 

 

❖ Name (Vor-und 

Nachnahme) 

 

❖ Geburtsjahr  

❖ Derzeitige Position  

❖ Berufsjahre  

Ausbildung (was ist die 

höchste erreichte 

Qualifikation) 

 

Mittlere Reife 

Fach/Gesamtabitur 

Bachelor Abschluss 

Master Abschluss 

 

Weitere Qualifikationen  
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Appendix 3: First interview guideline – diagnose  

The interview guideline used for this research 

This guideline is a document for the first semi-structured interview to elicit the 

participant's experience with lean, their work view, work situation, and problems 

regarding their current workplace. 

It was performed in January 2021 online due to the restriction of the current Covid 

pandemic. It is written in German since the interview took place in German. 

----------------------------------------------------------------------------------------------------------------------------- ----------- 
 

Fragen Bezug auf Arbeitsverhalten; Werte 

Fragen:  

❖ Welche drei Werte (z.B. Selbstachtung, Harmonie, Ehrlichkeit) oder Überzeugungen sind Dir 

wichtig  

a.) in Deinem Privatleben 

b.) in Deinem Arbeitsleben? 

❖ Wie bringst Du Deine Werte in Deine tägliche Arbeit ein?  

❖ Welche positiven Effekte haben Deine Werte auf das Team?  

❖ Welches Verhalten schätzt Du am Arbeitsplatz am meisten?  

a.) Deinen Kollegen/Kolleginnen  

b.) von Deiner Führungskraft 

❖ Wie sieht Dein idealer Arbeitsplatz aus?  

 

Lean Management Experience; derzeitige Arbeitssituation  

Die weiteren Fragen beziehen sich die Fragen auf Dein Lean Management Wissen und der 

derzeitigen strukturellen Arbeitsplatzmerkmale. 

Fragen:  

❖ Welche drei Lean-Prinzipien, Methoden und Tools sind Dir bewusst bzw. an welchen bist Du 

derzeit beteiligt.  

❖ Unterstützende Frage Lean Prinzipien, Methoden und Tools 

o Kannst Du mir die von Dir genannten Prinzipien, Methoden und Tools kurz 

erläutern. 

❖ Wie regelt ihr Eure Zusammenarbeit im Team? Bitte erläutere diese. 

❖ Wie würdest Du Dir Eure Zusammenarbeit im Team vorstellen? 

❖ Beschreibe kurz auf welche Weise ihr kommuniziert?  

a.) Innerhalb der eigenen Gruppe 
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b.) Mit anderen Abteilungen 

❖ Unterstützende Fragen zur Kommunikation: 

o Was funktioniert bei der Kommunikation 

o Wie würdest Du Dir, eine für Dich optimale Kommunikation wünschen. 

❖ In Bezug auf Deine Tätigkeit und das Ergebnis: Erläutere Deine Erfahrungen mit 

Rückmeldungen von anderen wie z.B., Kollegen, Kunden Vorgesetzten.  

❖ Unterstützungsfragen zu Feedback/Rückmeldung: 

o Wer gibt Dir das Feedback? 

o Um welche Art von Feedback handelt es sich  

o Wie empfindest Du das Dir gegebene Rückmeldung/Feedback  

o Wie und in welcher Form und Häufigkeit ist Dir Feedback/Rückmeldung 

wichtig 

❖ Bist Du in Deiner Tätigkeit selbstgesteuert oder eng kontrolliert? – bitte erläutere Deine 

Antwort. 

❖ Wie empfindest du Deinen Arbeitsplatz in Bezug auf: 

a.) Sinn 

b.) Zielsetzung 

c.) Umgang mit Fehlern 

❖ Weißt du wer der Kunde deines Produkts oder deiner Dienstleistung ist? 

❖ Woher weißt Du, dass Du einen Mehrwert lieferst? 

❖ Wie sicherst Du ab, dass der Kunde qualitativ bekommt was er will? 

❖ Was sind aus Deiner Sicht, die größten Probleme, Schwierigkeiten bei Euch in der Abteilung? 

 

Vielen Dank für Deine Zeit. 
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Appendix 4: Interview schedule - first interview – diagnose  

Participant 
Code 

Day Time Comment 
Interview  

yes/no 

AA 29.01.2021 13:00 – 14:00 
Consent and 

Biographical Data = 
received 

yes 

BB 29.01.2021 09:00 - 10:00 
Consent and 

Biographical Data = 
received 

yes 

CC 25.01.2021 13:30 – 14:30 
Consent and 

Biographical Data = 
received 

yes 

DD 27.01.2021 14:00 - 15:00 
Consent and 

Biographical Data = 
received 

yes 

EE 29.01.2021 15:00 – 15:00 
Consent and 

Biographical Data = 
received 

yes 

FF 26.01.2021 07:00 – 8:00 
Consent and 

Biographical Data = 
received 

yes 

GG 26.01.2021 12:23 -13:30 
Consent and 

Biographical Data = 
received 

yes 

HH 28.01.2021 12:30 -13:30 
Consent and 

Biographical Data = 
received 

yes 

II 25.01.2021 12:30 – 13:20 
Consent and 

Biographical Data = 
received 

yes 
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Appendix 5: First interview – steps to follow 

Step 1 – participants were contacted via E-mail, and an interview time was proposed. 

Step 2 – interview times were confirmed, and Outlook invitations via Microsoft Teams 

links were sent out to the participants. In case of technical issues, a Zoom link was 

provided in the same Outlook invitation as a fallback. 

Step 3 – once the participants confirmed the Outlook invitation, they were provided 

with some questions regarding their background. The interview guideline was sent to 

the participants upfront. 

Step 4 – before starting the interview online, the intent and recording of the interview 

were repeated to the participants.  

Step 5 – conducting the online interview with functional video. 

Step 6 – at the end of the session, the interviewer gives thanks for their time. 

Participants were asked for feedback regarding the interview session. 

Step 7 – since participation was voluntary a nonresponse from the participant's side 

was taken into consideration. Two approaches were considered: If the participants 

did not understand the question, the researcher reworded the question. If the 

participants' nonresponse was associated with being uncomfortable to answer, the 

researcher reminded the participants of their right to stop the session or to move on 

to the next question.  
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Appendix 6: Participants’ pilot profile  

Participant 
Code 

Gender Generation/ Age Qualification 
Key 

Responsibilities 
Sector 

A Female 
Generation Y 

Age 32 
MBA Project leader Semiconductor 

B Female 
Generation Y 

Age 34 (Geb: 1987) 
M.S Internal Consult 

Mechanical 
Engineering 

C Female 
Generation Y 

Age 29 
High school Office worker 

Mechanical 
Engineering 

D Male 
Generation Y 

Age 32 
M.S Project leader Energy Industrie 

E Female 
Generation Y 

Age 31 
M.S Project leader 

Mechanical 
Engineering 

First Pilot 

Participant 
Code 

Gender Generation/ Age Qualification 
Key 

Responsibilities 
Sector 

F Female 
Generation Y 

Age 28 
M.S /M.A Office Worker Administration 

G Male 
Generation Y 

Age 29 
M.S Internal Consult Food Industry 

H Male 
Generation Y 

Age 27 
M.S Project leader Food Industry 

I Male 
Generation Y 

Age 30 
M.S 

Project 
Coordinator 

Mechanical 
Engineering 

J Male 
Generation Y 

Age 29 
PhD. Chemical Internal Consult Pharma industry 

K Male 
Generation Y 

Age 26 
M.S Office Worker Automotive 

Second Pilot 
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Appendix 7: Participants profile  

Main Study 

Participant 
Code 

Gender 
Year of 

birth 
Professional 
years overall 

Qualification 
Key 

Responsibilities 

AA Male 1985 18 years 
Bachelor of 
Engineering 

Office worker 

BB Male 1994 2 years 
Industrial Clerk (A-

level) 
Office worker 

CC Male 1978 10 years A-level Office worker 

DD Male 1990 6 years Master of Science Office worker 

EE Male 1988 15 years Bachelor Ing. B.Sc Office worker 

FF Male 1993 1 year Master of Science Office worker 

GG Male 1989 15 years A-level Office worker 

HH Male 1995 6 years Master of Science Office worker 

II Male 1986 15 years Dip.Ing. FH Manager 
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Appendix 8: Interview outcome - diagnose 

Examples of how data was condensed according to the interview questions and then 

presented back to the participants. 

 
How does cooperation look like within your team?  

 
From your point of view, what are the biggest challenges in your department? 
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Appendix 9: Reflective diary guidelines 

The diary guideline used for the research 

This guideline is a document to reflect on the participant's lean implementation. It is 

written in German since the participants are all native German speakers.  

----------------------------------------------------------------------------------------------------------------------------------------  

Dein Tagebuch zu Lean: 

 

Nimm Dir am besten die Zeit, um täglich ein paar Notizen zu machen und über die Umsetzung von 

lean nachzudenken 

Dabei geht es um den Denkansatz, die Prinzipien und Methoden. 

Wenn Du es zeitlich nicht schaffst, ist für meine Studienarbeit eine wöchentliche Reflektion 

ausreichend. 

Zusendung: E-Mail Pschibilla, jeden Freitag 

 

Reflektive Fragen 

❖ In Bezug auf die bereits vorgestellten und implementierten Lean Denkweisen, Prinzipien und 

Methoden wie beurteilst Du Lean für Dich/Team?  

❖ In Bezug auf die bereits vorgestellten und implementierten Lean Denkweisen, Prinzipien und 

Methoden, was funktioniert für Dich/Team nicht so gut und warum? 

❖ Welche Empfehlung würdest Du aussprechen, um Lean zu implementieren? 

❖ Welches Prinzip, Methode hat Dir letzte Woche am meisten gebracht und warum? 
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Appendix 10: Reflective diary – participants return 

Participant 
Code 

CW 
12 

CW 
13 

CW 
14 

CW 
15 

CW 
16 

CW 
17 

CW 
18 

CW 
19 

CW 
20 

CW 
21 

CW 
23 

CW 
24 

CW 
25 

CW 
26 

CW 
27 

AA x x  x  x x  x     x x 

BB x   x x  x x       x 

CC  x x x x x x  x     x x 

DD x x  x  x x         

EE  x x   x   x     x  

FF   x             

GG                

HH                

II x x     x         
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Appendix 11: Focus group guideline 

Example for the second focus group discussion used in this study.  

Preamble 

This guideline is a document for the second focus group discussion about lean. 

It was performed in June 2021 online as agreed because of the pandemic. It is 

written in German since the group discussion was conducted in German. 

The focus group was conducted with 8 members. They share three common 

attributes a.) members of Gen Y b.) members of one department, c.) male 

As part of Gen Y, the manager is also part of the focus group. 

The focus group discussion serves to gain qualitative knowledge. Guided questions 

were developed in advance and systematically arranged with the aim of structuring 

and stimulating the conversation at the same time. Questions can be rearranged 

dependent on the participant's answers.  

The objective of the second focus group discussion is to gain insight into the 

introduced lean topics from the first and second action-taking sessions (intervention): 

• Perception of the principles and method 

• Acceptance to the principles and method 

• Applicable to the principles and method 

• Possible modification from the viewpoint of Gen Y 

The researcher facilitated the discussion, including the introduction of the topic, and 

was recorded. These recordings are the basis for the subsequent evaluation. The 

researcher was aware that the teams were in a critical transition that might affect 

their professional and personal lives. The researcher was also aware that is not 

always pleasant to express one´s view in front of colleagues. It is important to ensure 

voluntariness and anonymity.  

1 Einleitung 

1.0.1 Vor dem Start der Fokusgruppe/der Aufnahme 

• Nachdem sich alle eingewählt haben.  
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• Kurzer Technik-Check.  

• Begrüßung der Teilnehmer, Vorstellung des Ablaufs und Dank an die Teilnehmer für die Zeit. 

„Ich begrüße Euch ganz herzlich zu dieser Diskussionsrunde. Ich darf Euch jedoch bitten die Kameras 

einzuschalten, damit wir den realen Raum nachsimulieren können“ 

1.0.2 Einleitung (vor der Aufnahme) (2 Min) 

„Der Fokus der heutigen Diskussion gilt dem Thema Lean und wie ihr es bis jetzt erfahren habt. Der 

Schwerpunkt der Diskussion liegt auf der Erfahrung und den Eindrücken, die ihr während der 

Anwendung gemacht habt und möglicherweise ob/wie sich die individuelle oder Team- Arbeitsweise 

verändert hat. Es geht um Eure Perspektive – Generation Y. Es interessieren mich auch die 

Schwierigkeiten, die bei den Themen aufgetreten sind und natürlich welche Aspekte – unter dem 

Gen Y Blickwinkel zu ändern sind. Im Verlauf der Diskussion werde ich Euch Fragen stellen, die ihr 

bitte beantwortet. Es geht mir dabei um Eure Meinung, bitte seit offen und ehrlich. Es gibt hier kein 

richtig oder falsch.  

Die Gruppendiskussion habe ich für 90 Minuten geplant. Sie wird mittels Mikrophons aufgenommen. 

Die Aufnahme benötige ich im Anschluss zur Auswertung. Die von Euch gegebenen Antworten 

werden wie immer anonymisiert, so dass es keine Rückschlüsse auf einzelne geben kann. Weiterhin 

betone ich, dass es freiwillig und niemand gezwungen wird zu antworten.“  

• Gibt es noch Fragen bevor ich mit der Aufnahme starte? 

• Ich starte jetzt die Aufnahme. 

2 Check In Teilnehmer (max. 5 Min) 

„Wir beginnen mit einem kleinen Check In, damit das „Eis“ im virtuellen Raum gebrochen ist und jeder 

schon mal was gesagt hat. Ich werde anhand der Teilnehmerliste im MS Teams mit dem ersten 

Namen oben beginnen und spreche jeden einzelnen anhand der Liste an.“ 

• Auf was freust Du Dich, wenn Du an nächste Woche denkst? 

„Danke für das Mitmachen.“ 

3 Einführung als Ankerpunkte für die weitere Diskussion (max. 25 Min) 

Wir haben bereits über den Hintergrund von LM gesprochen, Prinzipien wie Kundenfokus, 

Wertschöpfungsorientierte Prozessgestaltung mit Vermeidung der Verschwendung und KVP 

gesprochen. Dabei haben wir die Methoden SFM, Prozessmapping, Team und Problemlösung 

genutzt. Das letzte Mal wäre der Gedanke gewesen, den Kundenfokus noch stärker mit der eigenen 

Rolle und Aufgaben zu verknüpfen. Weiterhin habe ich von meiner Seite die unterschiedlichen 

Denkweisen vorgestellt, die dazu beitragen die Prinzipen und Methoden zu untermauern.  

• Wie hast Du lean soweit erfahren? 
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o Kannst Du einige Beispiele nennen, bei dem sich Dein Denken, Verhalten geändert 

hat – gehst Du an Deine Aufgaben anders ran? 

o Was waren die Schwierigkeiten dabei, das Denken und Verhalten zu ändern. 

• Wo siehst Du den größten praktischen Nutzen von lean - an welcher Stelle unterstützt Dich 

Lean (Idee, Prinzipien oder Methoden) bei der Bearbeitung Deiner Themen, oder beim 

Arbeiten im Team. 

• Was ist im Team bei der Anwendung der Denkhaltung, Prinzipien und Methoden passiert? 

(z.B. ein veränderter Umgang, Kommunikation, Erhöhung des Wissens) 

„Fehlt noch etwas?“ „Danke für Eure Antworten“ 

4 Spezifische Fragen zu Lean (max. 25 Min) 

• Wie empfindest Du das Thema Feedback, verdeutlicht an der Transparenz, z.B die 

Darstellung des Arbeitsfortschrittes im SFM, die Visualisierung des Prozesses und die 

Probleme in der Problemlösungstory 

o Inwieweit hilft dieses Feedback, um die Kommunikation zu verbessern, Struktur zu 

geben, seine Arbeit zu priorisieren und den eigenen Fokus zu schärfen. 

• Inwieweit nutzt Du, die Vermeidung der Verschwendung in Deiner eigenen Tätigkeit  

o Denkst Du daran, im nachfolgenden Prozess und im Team keine Verschwendung zu 

generieren? 

o Handelst Du danach und kannst Du ein Beispiel nennen? 

• Was macht Deine Erfahrung mit KVP wertvoll und warum? 

„Fehlt noch etwas?“ „Danke für Eure Antworten“ 

5 Modifikation (max. 25 Min) 

Nun interessiert mich natürlich was aus Eurer Sicht (Gen Y) möglicherweise modifiziert werden muss 

• Was stört Dich aus Sicht der Gen Y am meisten, und warum? 

• Was widerspricht Deiner Gen Y Arbeitsauffassung? 

• Eventuell erklären: z.B kritische Elemente, Vorgehensweisen, Methoden, Transparenz, 

Vermeidung von Verschwendung, bei sich zu beginnen, Verantwortung für eigene Aufgabe zu 

haben, Qualität in den Prozess zu ein zu designen, auf eine gute Zusammenarbeit zu achten, 

Wissen zu teilen? 

• Was könnte zur Verbesserung der lean Umsetzung beitragen, ohne die Grundidee zu 

kompromittieren.  

• Was macht Deiner Meinung nach, Deine individuelle Wahrnehmung und Dein individueller 

Umgang aus, wenn es um die tägliche Umsetzung von lean geht.  

„Fehlt noch etwas?“ „Danke für Eure Antworten“ 
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6 Schluss (max. 5 Min) 

„Wir sind am Ende der Fokusgruppendiskussion. Ich danke für Eure Zeit und Offenheit. Die 

Ergebnisse der Diskussion werden anonymisiert und zusammengefasst“ Ich freue mich auf die 

nächste Runde, um mit Euch gemeinsam weiterarbeiten zu können.  
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Appendix 12: Focus group schedule 

Participant Code 
26.05.2021 – 90 

min 
25.06.2021 – 90 

min 
20.08.2021 – 90 

min 
08.10.2021 – 90 

min 

AA x x x  

BB x x  x 

CC x x x x 

DD x x x  

EE  x x x 

FF x x  x 

GG x x x x 

HH     

II x x x x 
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Appendix 13: Action-taking guideline 

Example for the first action-planning and action-taking step used in this study  

Preamble 

This guideline is a document for the first planned action-planning and action-taking 

session in regard to lean and Gen Y. It was performed in March 2021 at the 

participants’ workplace. It is written in German since the session and group 

discussion were conducted in German. 

The first action-planning and action-taking objectives are to analyse and prioritise the 

outcomes of the prior semi-structured interviews and to plan the first evidence-based 

actions. 

The flow of the planned 12 hours is as follows:  

Identification of the topic (occurs prior to intervention via literature review) 

Introduction of the results (occurs prior to this session with the participants online) 

1. Prioritisation of the results 

2. Analyse key themes and determine target condition. 

3. Determine elements between the current state and the future state. 

4. Lean methods and principles are recommended via evidence-based input. 

5. Modification of existing systems in order to ensure seamless integration of 

lean methods and principles. 

6. Develop a detailed action plan. 

7. Implement the traditional system.  

Monitoring and evaluation of the traditional system via reflective diary (occurs after 

the action-taking has been completed) 

Modification of the traditional system to reflect Gen Y’s work view via focus groups 

(occurs after the action-taking has been completed) 
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Einleitung Tag 1 

 

1.0.1 Vor dem Start action planning/taking 

• Bevor sich alle einen Platz gesucht haben. 

• Begrüßung der Teilnehmer 

• Hinweis auf in Bezug Platzabstand wegen Covid Pandemic. 

 

1.0.2 Einleitung (max. 15 Min) 

• Vorstellung Agenda 

• Wiederholung Zielstellung Forschung und Ablauf des Forschungsvorhabens 

• Arbeitsvereinbarungen und Organisatorisches während der Sitzung. 

• Du oder Sie 

„Der Fokus des heutigen Tages liegt darauf Euch das Thema lean näher zu bringen. Weiterhin gilt der 

erste Tag der Planung für die nächsten vier AR-Zyklen. Der zweite Tag fokussiert sich darauf, die 

ersten Prinzipien/Methoden zu erarbeiten, um diese in Euren Arbeitsalltag zu integrieren.“  

 

2 Eisbrecher; Check In Teilnehmer (max. 15 Min) 

„Wir beginnen mit einem kleinen Eisbrecher. Dieser hat die Zielstellung Euch schon mal mit den 

ersten lean Sichtweisen vertraut zu machen. Weiterhin hat der Eisbrecher den Nebeneffekt, dass ich 

Eure Namen kennenlernen und wir aktiv werden.“ 

• Eisbrecher: Namenschild/Verschwendungen 

„Danke für das Mitmachen.“ 

• Überleitung vom Check-In hin zum Thema 

 

3 Lean Input (max. 45 Min und max. 45 Min Diskussion) 

„Wir beginnen mit dem Hintergrund zu lean und dessen Anwendung“ 

• Historie zu LM 

• Lean Prinzipien 

• Lean Methoden 

• Nutzen von Lean 

• Bedeutung für die Praxis 

Gemeinsame Diskussionsrunde zum Gehörten 

 

4 Priorisierung, Analyse und Zielsetzung der Themen aus den Interviews 

4.0.1 Themen Priorisierung (max. 45 Min und max. 60 Min Zusammenführung/Diskussion) 

“Willkommen zurück von der Pause”. Die Themenschwerpunkte aus den Interviews waren, Werte, 

Verhalten, Teamarbeit/Teamorganisation, Kommunikation, Feedback, Selbstgesteuert vs. Kontrolliert, 

Sinn, Zielsetzung, Umgang mit Fehlern und Qualität in die Prozesse einbauen.“ 

• Gruppenaufteilung 

• Durchsprache der Themenfelder 
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• Priorisierung in 3 Gruppen  

Vorstellung der Einzelgruppen im Plenum bzgl. der Priorisierung. Zusammenführung zu einer 

Gruppen Priorisierung inklusive zeitlicher Reihenfolge.  

Ergebnis: Priorisierte Action Plan 

 

4.0.2 Themen Analyse (max. 60 Min und max. 90 Min Zusammenführung und Diskussion) 

„Im nächsten Schritt wollen wir die von Euch priorisierten Themen analysieren. Dabei darf ich Euch 

bitten, wieder in die Gruppenarbeit zu gehen“. 

• Analyse der priorisierten Themenfelder unter Berücksichtigung des Ist-Zustandes 

• Bestimmung des zukünftigen Zustandes der priorisierten Themenfelder 

Vorstellung der Einzelgruppen im Plenum. Zusammenführung des Verständnisses zur Ist- und Soll 

Situation.  

Ergebnis: Einheitliches Verständnis über den Ist-Zustand und Soll-Zustand zu den ersten 

Themenfeldern, um im Anschluss die entsprechende lean Methode, Prinzip auszuwählen. 

 

5 Abschluss Tag 1 und Ausblick auf Tag 2 

• Wiederholung zum Tag 1 

• Feedback zum Tag 1 und Zustimmung zu den Themen (Action Planing) 

• Ausblick auf Tag 2, Auswahl von Prinzipien und Methoden zur Umsetzung. 

Bedanken. 

 

TAG 2 

6 Einleitung Tag 2 (max. 5 Min) 

• Vorstellung Agenda 

• Wiederholung Tag 1 

„Der Fokus des heutigen Tages liegt darauf Euch Prinzipien und Methoden vorzustellen, die zum 

ersten Themenfeld passen. Im Anschluss arbeiten wir in Gruppen aus wie die Anwendung aussieht 

und welche Veränderungen auf Euch zukommen“ 

 

7 Lean Input: SFM/KVP/ Respect for people (3x max. 30 Min und max. 10 Min Diskussion) 

7.0.1 SFM 

• Bedeutung und Motivation von SFM 

• Elemente von SFM 

• Ziel von SFM 

• Rollen im SFM 

• Zusammenhang zum Themenfeld 

• Beispiele aus der Praxis 

Gemeinsame Diskussion und Verständnisfragen. 
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7.0.2 KVP 

• Bedeutung und Motivation von KVP 

• Haltung von KVP 

• Zusammenhang zum Themenfeld 

• Beispiele aus der Praxis 

Gemeinsame Diskussion und Verständnisfragen. 

 

7.0.3 Respect for People 

Bedeutung von Respect for People im lean Kontext 

Anwendungen und Auswirkung 

Verantwortung für den Einzelnen 

Gemeinsame Diskussion und Verstädnisfragen. 

 

8 Integration der Themen (max. 90 Min und max. 110 Min. Zusammenführung und 

Diskussion) 

„Die nächste Gruppenarbeit besteht darin, die Elemente von SFM, CIP und Respect for People auf 

Eure Arbeit zu übertragen. Das bedeutet, Kommunikationsroutine, Ziele bzw. KPI, Rollen, 

Vereinbarungen etc.“ Bitte arbeitet diese anhand der Vorlage und Gehörtem aus“  

 

Bildung von Gruppen 

Diskussion in den Gruppen auf welche Weise SFM, KVP und Respect for people in den Arbeitsalltag 

integriert wird. 

„Bitte stellt Eure Ergebnisse vor und erläutert diese“ 

Ergebnis: Einigung auf Vorgehensweise 

 

9 Schluss (max. 20 Min) 

Wiederholung des Tages 

Abschlussrunde - Reflexion 

Hinweis auf Tagebücher 

Bedanken 
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Appendix 14: Action-taking schedule 

 
15.03 – 

16.03.2021 
19.04.2021 07.06.2021 23.08.2021 

Participant 
Code 

face-to-face virtuell face-to-face Face to face 

AA x x x x 

BB x x x  

CC x x  x 

DD x x x x 

EE  x x x 

FF x x x x 

GG x x   

HH x  x  

II x x x x 
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Appendix 15: Last interview guideline – reflection step 

The interview guideline used for this research 

This guideline is a document for the last unstructured interview to reflect on the 

participant's experience with lean, changes in their work practice, or even attitude. 

The intent is to elicit more depth regarding the progress and change they witnessed 

and experienced within their group. 

It was performed in October 2021 online due to the restriction of the current covid 

pandemic. It was conducted and written in German since the interview took place in 

German. 

Für das Interview wurden folgende offene Fragen verwendet: 

a) Wie hast Du lean in den letzten Monaten insgesamt erlebt? 

b) Auf welche Weise hat die lean Umsetzung Deine oder Eure Gruppenarbeitspraktiken 

verändert? 

c) Welche Veränderungen (Einstellung, Verhalten) konntest Du bei Dir oder bei Deinen 

Gruppenmitgliedern feststellen? 

d) Was war für Dich eine Überraschende Erfahrung die Du / Ihr mit lean gemacht habt? 

Vielen Dank für Deine Zeit. 
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Appendix 16: Last interview – schedule 

Participant 
Code 

Day Time 
Interview 

yes/no 

AA 28.10.2021 10:00 – 11:00 yes 

BB 22.10.2021 09:00 - 10:00 yes 

CC 28.10.2021 09:00 – 10:00 yes 

DD 20.10.2021 13:00 - 14:00 yes 

EE 20.10.2021 09:00 – 10:00 yes 

FF 23.10.2021 13:00 – 14:00 yes 

GG 22.10.2021 11:00 -12:00 yes 

HH 28.01.2021 12:30 -13:30  

II 28.10.2021 12:30 – 13:20 yes 
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Appendix 17: Sample first reduction analysis of participants' focus 

groups 

It is written in German since the group discussion was conducted in German. 

Text Redacted for Publication. 

Rohmaterial - Auswahl Erste 

Codes/Category 

Notes 

B: Ja, Transparenz zu schaffen. Also noch mehr, als 

vorher. Wir haben jetzt noch über Shop floor über die 

Frage, die wir definiert haben einfach noch mehr 

Transparenz über unseren Prozess oder unsere Prozesse, 

über unsere Arbeit und haben daraus auch schon 

Maßnahmen abgeleitet, um eine Verbesserung für uns 

herbeizuführen. Wir haben natürlich jetzt auch grade im 

Sinne der Qualität und Verschwendung einfach nochmal 

eine andere Transparenz. 

SFM and 

Transparenz 

Prozesse and 

Transparenz 

Maßnahmen 

ableiten 

Identifikation von 

Problemen 

Führt zu 

erhöhtem 

Bewusstsein für 

Verschwendung 

/ Qualität 

B2: Also ergänzend würde ich sagen, wir haben uns allein 

durch den Shop floor geöffnet und festgestellt, dass wir 

halt durch persönliche Sachen, Synergien erkennen 

konnte, wie war die Motivation im Team? Wie viele Tickets 

haben wir geschafft oder so? Das konnte man das dann 

ablesen und hat man sofort erkannt, wie der Stand ist. Wir 

haben es, halt sichtbar gemacht und ich finde, das hilft uns 

total, dass wir da überall einen Einblick haben und dass 

man da eigentlich eine Grundlage hat zur Not für 

Argumentation, für alle, um zu sehen, wo ist unser Stand, 

was können wir vielleicht noch verbessern und Infos 

ziehen. 

Kommunikation 

SFM and 

Teamatmoshpäre 

SFM and 

Achtsamkeit 

SFM and Struktur 

SFM and 

Arbeitslast 

SFM and 

Zielerreichung/ 

Argumentation 

Das Thema 

Achtsamkeit 

kommt 

wiederholt auf. 

Das könnte ein 

Thema werden.  

B3: Also was mir auf jeden Fall auffällt, an mir selbst, 

seitdem wir uns mit Lean beschäftigen ist, dass ja man 

Dinge, die wir über Shop floor ja letztendlich jeden Tag 

reflektieren, uns aber eher so im privaten Bereich irgendwo 

tangieren. Wir fragen uns irgendwie, wie eben die 

Befindlichkeit ist? Haben wir uns genug bewegt und solche 

Dinge und ich stelle halt dann fest, dass ich schon am 

selben Nachmittag schon darüber nachdenke. Und das 

sind so Dinge eben, die dann ja vielleicht nicht nur immer 

Lean and 

reflektives Arbeiten 

 

Achtsamkeit  

 

Ausgleich in der 

Arbeit 

 

 

Interessant, 

lean and 

reflektives 

Arbeiten. 

Beruf/Privat 

Nudging? bis 

jetzt keine 

Reaktion, bzgl. 

Stress 
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das reine Arbeitsfeld dann betreffen, sondern ja, eben halt 

auch weitere Züge irgendwo nehmen.  

B2: Ja, das Feedbacksystem. Wir haben uns eher 

aufgeteilt oder mitgeteilt, wo unsere Probleme sind oder 

wo wir grade stehen. Dann haben wir uns unterstützt und 

haben das dann halt genutzt, um Lösung zu finden. Für 

mich war es auch eher ein Ansporn sagen, okay, wir sehen 

jetzt mal zu, dass wir die Themen, die dauerhaft halt nicht 

gut sind irgendwo in eine Richtung bewegen und dass wir 

halt sagen, okay wie werden wir besser. 

Feedbacksystem 

Teamunterstützung 

Identifikation von 

Problemen 

Motivierend 

Ansporn / 

Proaktive 
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Appendix 18: Initial themes development – manual  

 
First initial themes 

 
Working towards the themes 
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Working towards the themes 

 
Working towards a thesis structure 
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Appendix 19: Action-taking – participants’ group discussions 

Action-planning / taking Cycle 1 

 
The flow of both days – action planning and taking 

 
Team prioritisation for the outgoing cycles according to the interview outcome 
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Action Planning / taking cycle 1 

 
Created SFM board 

 
Created team values 
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Example of developed SFM targets  

 
Examples of SFM and CIP agreements and rules 
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Appendix 20: Action-taking – participants group discussions 

Action-taking Cycle 2 

 
Examples of a process flow – empty due to sensitive data 
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Appendix 21: Action-taking – participants group discussions 

Action-taking cycle 3 

 
Template PDCA  

 
Example team discussion: Repetition to CIP, mapping, waste, teamwork 
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Appendix 22: Action-taking – participants group discussions 

Action-taking cycle 4 

 
Template X-matrix and illustration for the team 

 
Developed X-matrix by the team 
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Developed flipchart illustrating the connection between Hoshin Kanri, SFM, processes, and CIP 
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Appendix 23: Sample of researcher’s diary – data analysis 

Text redacted for publication 

Oct 19, 2021 
Ok, no reason to delay the analysis anymore. I had my vacation. It is high time to get back into the 
zone. I guess I'm a little nervous to start digging into all the material because it seemed like such a big 
mountain to climb. Honestly, I'm more than nervous because I don't know how to begin this big and 
important process. On a more positive note, it will be very interesting to see the outcome since I have 
gotten a bit of distance from the interactions with the participants.  

Oct 20, 2021 
I am starting with the analysis today. I’m really excited about it. Crazy about my self-doubt and 
insecurity the last couple of days. I seemed to have forgotten there is a systematic approach to 
conducting an analysis. The key is to begin, as the literature says, by familiarising the entire data set 
first. I printed all the paper out and read it. This is a lot of stuff to go through. I'm glad to have time 
reserved for it in order to stay focused. This is not a process that in which to be done in bits and 
pieces. Anyway, it is interesting what the participants said and how they experienced lean. …and this 
realisation came just from reading. I'm curious to see what the actual outcome will be.  

Oct 23, 2021 
Oh, dear. What a process. I went through the focus groups and diaries today. There are definitely 
some interesting patterns and trends in the focus groups. The diaries confirmed it – or the other way 
around. I started the coding while going through the data. I have to be careful not to lose myself in the 
data. So, constantly thinking: What is important for the research? How did they experience lean, how 
did they change, etc.? Not sure whether post-it and color coding is the way to go. My wall is full, and 
I'm using the window now. Nevertheless, I can rearrange the post-it notes better. This is definitely a 
very interactive process and intellectually stimulating. The analysis process is more iterative than 
sequential. I have to go over the material over and over again, find things, make comments, and go 
over again. Who would have thought that the participants would have considered the soft aspects so 
highly? Considering the literature and my own experience, I suspected it, but not in that high regard. I 
also never read anywhere in literature that lean does increase self-confidence. This is a very cool 
finding for me. ….. another really good point was becoming more professional because of lean. I had 
this already in my head that lean might help Gen Y to become more professional. I need to look at the 
last interviews and determine whether others confirmed this. It would be nice to find more evidence for 
self-confidence and professionalism. Next, I need to look again at how they experienced the different 
principles and methods. It kind of makes sense that they liked SFM. I was, however, expecting more 
enthusiasm about the process mapping… need to dig in again to what they said about mapping in 
more detail. Yes, I can see themes emerging by going through the coding process. Also, I have to be 
careful not to lose the overview of all the codes and comments I have added to the paper. It looks like 
the physical turning of the pages might not be the way to go.  

Oct 26, 2021 
I'm getting tired of moving over the physical data.  
 
Oct 26, 2021 
It doesn't help anymore. Using only post-it and color coding for coding does not work for me anymore. 
I'm tired of not seeing everything at one glance. I'm also nervous about missing something important 
or surprising. That's the reason why I had to move over to MS Word. Surprisingly enough, it worked 
very well, and I'm happier with the process. I can see the different codes I used without turning the 
pages all the time. I can keep track of everything, raw material, codes, and comments. However, I feel 
challenged about staying focused on the research objective while going through the data. 
 
Oct 30, 2021 
The MS Word approach is really the way to go. It is exhausting to go through the data over and over 
again while coding it. However, I definitely see the advantage in doing so. Going over it several times 
helps to make good arguments. I start to see what I want to write. The process is very systematic, and 
I have the feeling I'm breathing and feeling what the participants experienced. I'm pretty much done 
with all the coding and the themes. I start to come up with the supporting tables and necessary 
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literature. I printed out the research objective and visualised it in front of me. This was a good 
reference point for not losing focus. That is also when I realised I must divide the chapter into three 
parts to capture everything I promised I'll do. Meaning presenting the participant's journey and how 
they experienced it, analysing how each principle and method works for Gen Y or not, and of course, 
how lean as a wholistic approach meet Gen Y or not. Amazing how long it took me to get to this point. 
Now I can start writing and pulling it together. I m looking forward to writing it down, and I feel very 
confident about the conclusion….. 




