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What do we try to resolve ?

Too complex…
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Process Efficiency

Mindsets and Behaviors

Performance Management

The way processes and 
resources are used and 
configured to create 
customer value while 
minimizing cost to serve

Organization and Skills

The way people at 
work think, feel, 
and act both 
individually and 
collectively

The way processes 
are managed and 
supported by skilled 
base of workers

Clients

The processes, 
systems, and 
infrastructure needed 
to manage 
performance across 
the processes

Lean focuses on 4 elements, putting the customer at centre
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Components of a Lean Management transformation 

▪
 

Cover one/few organizational 
units at a time

▪
 

Involve all layers of 
organization

▪
 

Cover all dimensions

Additional transversal initiatives
+

End-to-end 
processes

Mobility
Skill building

Navigators & Mgt 

Budgeting

Impact tracking

Leadership &
Continuous 

Improvement

▪
 

Staged roll-out 
covering all parts 
of organization according 
to master plan

The voice
of the

customerMindsets and 
behaviours

Performance 
management

Process efficiency

Mindsets
and
Behaviors

Orga- 
nization
and 
skills 

Performance 
Management

Process
Efficiency

Voice
of the

customer
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25%

Align on issues

Align on vision

Agree on

 
target and actions

Track every 
deviation to best 

practices

Employees define 
best practices

Empower employee

 
to eliminate

 
root-causes

Make manager 
challenge/coach
their employees

Think Act/Implement

Detailed program per phase

10

Process 
efficiency 
and end-
to-end 
flow

1.

3. Organi-
zation & 
skills

4. Mindsets 
& beha-
vior

2. Perfor-
mance
manage-
ment

3. Develop Future 
and Medium 
State Vision

3.1
Design LT and 
MT optimal 
process

3.2
Define KPIs, 
target setting 
system and 
review cycle

3.3
Define skill 
building 
requirements 
and targeted 
organization

3.4
Define targeted 
mindsets  and 
behaviors

4.1
Dedicate and 
synchronize 
flows and 
standardize 
activities

4.2

Run skill dev. 
cycle, coach, 
define road-
map to target 
organization

4.3

Establish KPIs 
and run 
performance 
review

4.4
Run workshop & 
be present daily 
on the floor to 
demonstrate new 
behavior

4. Implement and demonstrate 
impact

4.0

Plan
detailed 
implemen-
tation for 
short to 
medium 
term and 
define 
overall plan 
for long-
term 
solution

Align on 
target and 
transform-
ation
process

5.0

Establish control 
plan and follow 
up on LT plan
• Capture 

remaining 
potential

• Bridge skill 
and organi-
zation gaps

• Build control 
tools and 
follow-up 
mechanism

5. Sustain and 
Control

Source: McKinsey Service Operations practice

LOCAL WAVES OF 3-MONTH ARE APPLIED TO EACH PROCESS 
WITH WELL-STRUCTURED MODULES

1.0 
Understand key 
business issues 
and 5-year 
strategy 

1. Prepare, Define 
and Train

4 weeks

• Define pre-cise
scope

• Communi-cate
project to 
business line 
and key 
stakeholders

• Run boot 
camp just 
before launch 
of the 3-month 
modules

• Check 
prerequisites

• Set up team an 
precise line 
mgmt. role

2. Diagnose and 
analyze Current 
State

2.1
Map the end-to-end 
process from 
customer de-mand, 
assess process 
efficiency

2.2
Analyze target 
setting, 
performance 
monitoring and 
action plans

2.3
Analyze current 
organization, 
skills and skill 
development 
system 

2.4
Identify level of 
ambition &  as-
sess resistance to 
change

2.0

0.
 V
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1 + 7 weeks 4 weeks 

12 weeks

12-16 weeks

75%

Process optimized
to focus on what 

customer truly wants

75% of the time investment on implementation, to work on mindsets and 
develop capabilities at all levels
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Key success factors to get lean right

▪

 

Investment in high caliber change leaders (“navigators”)

▪

 

Public commitment from top managers: it should be the key operational 
priority for the long-term

▪

 

A holistic approach encompassing all management layers, functions and 
geographies

▪

 

Deployment/roll-out that balances speed with careful execution

▪

 

Planning HR consequences (incentive systems, consequence management, 
resource reallocation)

▪

 

Using a standardized methodology for change

1

2

3

5

6

7

▪

 

Investing in creating a mindset of continuous improvements4
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A holistic approach that targets all elements

"Highly motivated, but no impact"

"Impact happening"

"Missing steering wheel"

"Good theory, lack of execution"
M&B

Perf. 
Mgmt.

Process 
Effic.

“No sustainability"Org & 
Skills

1
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A standardized methodology and common way of working hard-wired in 
a “future state” operating system for the company

Flows

Stability

Performance 
management

Organization 
and 
capability 
building

Program level 

Pilot
level

1. Prepare pilot 
proj ec t

4. 2 Run focused s tabilizat ion 
i nit iatives

2. 3 D iagnose 
c urrent  perf.  
Mgmt . 
s yst em

4.3 Es tablish & coach 
performance mgmt . s ys tem

1 week 1 week 12 weeks 1 week

2. 1 D iagnose 
c urrent  fl ows

2. 2 D iagnose 
process  
v ariability

2.4 Di agnose 
current org 
and  sk ill 
buil ding

4.1 Des ign det ail ed f lows  and 
implement

3. Design 
future state

5. Fortify 
and refine2. Diagnose 4. Plan & Implement

4.4 Implement s tep 1 
organization and sk ill 
s yst em

2.0 Underst and 
key  
business  
is sues

4.0 Plan and 
agree imple-
ment at ion

1 week

I.
Select pi lots for 
next wave

III.
Review continuous 
improvement 
program

II.
Run  pi lots

1. Prepare

Kick-off

6. Values  and behavior

5 F ortif y and 
refine

3. Develop 
f uture s tat e

Detailed description of the 
target system and ways of working

Tools and methodologies 
codified into a handbook

4. Organization: First line manager (managing app. 30 operators)

• Has a clear picture on his priorities and spend more than 80% of his time on them

• Always shows up on time 

• Sets extremely ambitious targets with ability to understand the levers to achieve them and 
get buy-in from his team

• Knows what are the key drivers of the value delivered to the internal/external customer

• Demonstrate constant dedication to ensure customer delivery

• Help the operators to solve production issues

• Systematically create SOPs with operators to prevent from backsliding

• When validated, new SOP is applied on all shifts in less than one week

• Continuously coach the flow team to develop maintenance or quality skills

• Regularly give feedback to operators

• Ask for support of technical team or area manager on deep technical issues

• Control respect of SOPs for all shifts

• Measure flow performance through KPIs

• Run daily performance reviews

• Take immediate corrective action in case of deviation to targetsor SOPs

• Assess and coach operators to develop skills

• Reduce the lead time along with a more stable and flexible f low

• The flow manager is spending 10% of his t ime on administrati on, 10% of fire-f ighting, and 
80% on driving continuous improvement through the flow team

Rating:       /  18

System audits to follow up 
on how well the system implemented

1

2

3
4

5

6

Flow

Productivity

Organization

Performance 
management

Skill building

Maintenance, 
quality system, 
design

100%

Skill assessment for navigators - lead tim e productivity
Nam e: Projects as trainee Projects as leader
Role in project:
Coach:
Time period:
Date of agreem ent:

1. Introductory 2. Trainee 3. Navigator 4. Senior navigator

Rating description - Skill
Functional skills - Flow

Inform ation flow  
design 

Understands the inform ation 
flow design and the m ain 
current issues, from  order 
intake to custom er delivery

Has enough knowledge to 
develop a new inform ation 
flow, including custom er 
needs, order intake, central 
planning, detailed planning, 
inform ation flows in 
production

Has proven expertise on 
designing com plex 
inform ation flows with several 
order intake points, on all the 
steps of the flow design 
process

Has proven expertise on 
designing very com plex 
inform ation flows, including 
Takt tim e, load optim ization, 
synchronization of sequence, 
m inim um  batch sizes…

Inform ation flow  
im plem entation

Understands how to and has, 
with assistance, im plem ented 
one inform ation flow

Has im plem ented new 
inform ation flows, but is not 
able to reach full refinem ent 
without assistance

Has im plem ented all possible 
refinem ents of the 
inform ation flow in one 
specific flow

Has im plem ented all possible 
refinem ents of the 
inform ation flow across full 
supply chain, in m arketing, 
planning and production

M aterial flow  design 

Understands the m aterial 
flow design and the m ain 
current issues

Has enough knowledge to 
develop a new m aterial flow 

Has designed several 
m aterial flows, but not m ore 
than one very com plex flow

Has designed very com plex 
m aterial flows across several 
exam ples

M aterial flow  
im plem entation

Understands how to and has, 
with assistance, im proved 
one m aterial flow

Has several tim es refined the 
m aterial flow, but is not able 
to reach full refinem ent 
without assistance

Has im plem ented all possible 
refinem ents of the m aterial 
flow in one specific setting

Has im plem ented all possible 
refinem ents of the m aterial 
flow ; Expert on Kanbans, 
line supply, workstation 
organization

Logistics

Understands different 
m aterial flows on site / PA 
level, but lacks the integrated 
perspective

Understands the different 
m aterial flows on site / PA 
level, and has done 
im provem ents in internal and 
external logistic within one 
value chain

Has an integrated 
perspective on all m aterial 
flows at site / PA level. Has 
im plem ented im provem ents 
in internal and external 
logisitics within one value 
chain

Has an integrated 
perspective on all m aterial 
flows at site / PA level, 
including distribution. Has 
im plem ented all possible 
im provem ents in internal and 
external logistics

Functional skills - TAK

M easure TAK and 
define lim it

Measures the lim it on TAK 
for one sim ple m achine and 
identify the key issues 

Defines the lim it on sim ple 
equipm ent for TAK, 
headcount, costs and 
m anagem ent structure

Defines the lim it on com plex 
equipm ent for TAK, 
headcount, costs and 
m anagem ent structure

Able to push the lim it on 
com plex equipm ent for TAK, 
headcount, costs and 
m anagem ent structure

Availability

Measures and identifies the 
key issues on utilization, 
breakdowns, change over. 
Has taken part to workshops

Knows the key im provem ent 
levers, can run a TAK 
im provem ent workshop on 
reliability, SMED or 
adjustm ent of num ber of 
shifts

Handles am bitious 
workshops on com plex 
breakdowns or changeovers 

Has dem onstrated 
breakthrough reduction of 
losses due to lack of 
dem and, breakdowns and 
changeovers 

Required actionsCom ponents

Rating description

Current Target

Skill/will criteria and evaluation of 
managers and front-line

EXAMPLES

2
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Daily 15-minute morning meetings and 
weekly performance reviews

Key Performance Indicators and 
performance reviews on all levels 

Weekly 
review

Weekly 
reviewHead of operations unit

Management team 
operations unit

Bi weekly MonthlyWeekly 

Department

Daily

Follow-up 
on 

deviations

Follow-up 
on 

deviations

Morning 
meeting

Board

Weekly 
report

BSC*

BSC*

Level in organization

Securities services 
management team

Team

Weekly 
report

Issued by: Mickael Karlsson Last changed on:  October 8, 2004 

Work instructions for handling "not sent list" Department: VPP-VPC

Process steps Main activity Tips 

Page: 1 (1)

Await assignment/
information from customer

Check that VPC status 
is "NS" in FANSY

2. In IMS; write VP.FA.FL.ÄN, tab to id:field and 
enter the note number from the list. Press 
F11. Check that "VPC status" field is "NS"

Try to revive transaction

3. Enter in field "Å uppl" Y and then press enter

If holding is not there, 
find out why; contact office/

customer if necessary

6. Either the VP was not available or it was 
canceled for some other reason.  Contact 
customer and discuss appropriate action

Do not remove sent list 
from the printer

1. Select lines with current settlement date

4. Press F9, write VP.RÖRURV, tab to id:field 
and write depository number (from the list), 
press F11

5. Check field "selection day" for relevant paper 
in list. 
• If holding is there with "selection day" 

equal to today's date, force the 
transaction by pressing F9 and then F5 

• If holding is not there, press F6 and 
continue to next step

1. Default setting of printer is printer number 
123

6. VP = name of security 
Relevant image is VP.RÖRURV
You can see cancellation by minus sign in 
"modify field" after name of security 

2. NS = not sent

3. Y = yes

4. Open twin dialog by pressing F9.    
You can omit 0100 in the beginning of the 
depository number 

5. Current security is obtained from the list, field 
"FANSY VP-ID"If holding is there 

with right settlement date, 
force the transaction 

If revival attempt gives "holdings 
missing" go into SENIOR and 
check holding in depository

1

2

3

4

5

6

7
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Work instructions

Skill matrix (based on work 
instructions)

Creating the mindset and engine for continuous improvement3
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Visual management is key to change culture

"Highly motivated, but no impact"

"Impact happening"

"Missing steering wheel"

"Good theory, lack of execution"
M&B

Perf. 
Mgmt.

Process 
Effic.

“No sustainability"Org & 
Skills

3
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Deployment/roll-out that balances speed with careful execution

Standard approach (example)
▪

 

5,000 back-office employees
▪

 

200 transformations for 25 FTEs
▪

 

3 transformation waves per year per 
team of two Lean experts

Powerful, but very slow

Full impact achieved, but takes 7+ 
years with a team of 20 experts

Fast, but not sustainable

Temptations to accelerate
▪

 

Reduce length of wave
▪

 

Put one Lean expert on several projects
▪

 

Train managers with one Lean module
▪

 

Impose solutions (no self discovery)

Noticeable impact in year two, but 
fall back to starting point by year 
three

4
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“A day in the life of …”Newsletters, presentations

News story
Metaphors/pictures

Public commitment from top managers5

CEO commitment and 
personal change stories
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Investment in high caliber change leaders: “navigators”6

▪

 

A navigator works as a full time coach to the 
manager and employees

▪

 

A navigator becomes an internal knowledge 
expert on techniques of operational excellence

▪

 

A navigator receives initial training

▪

 

A navigator receives on-the-job training and 
experience by walking next to an experienced lean 
navigator

▪

 

A navigator is expected to be able to train new 
navigators in the near future
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What would be the implications for an operational excellence transformation 
for you?

N

S

EW

▪

 

Is there an opportunity for operational 
improvements?

▪

 

What challenges do you see in 
applying lean in your role?

▪

 

How to best prioritize between the 
targets quality, cost, and lead time?

▪

 

Which areas / processes would be 
candidates as pilot areas?

▪

 

How will your customer/boss react?
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