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Abstract

As the basis of my study, | provide a comprehensive picture of the development history and
principles of lean. In my research, | examine the lean thinking strategy used by a multinational
company during a pandemic period. | place great emphasis on examining the effects of the lean
thinking strategy applied to them from the perspective of office employees and their leaders as
well. | use qualitative and quantitative methods in my research for 4 department with different
functionalities, which means a total of 8 groups. In the form of a questionnaire, | examine the
impacts, resource requirements, and effectiveness of a lean thinking strategy by comparing the
responses of approximately 100 office employees, broken down into different stages. In the
case of classes with different functionalities, | preferred more specific research, where | inter-
viewed 4 department heads and 8 group leaders about the challenges and reactions experienced
during the lean thinking strategy. The study aims to contribute to the understanding of the ap-
plication of lean thinking in the strategic management of a multinational company during a
pandemic period.

Keywords: lean, pandemic, multinational, strategic management
JEL Codes: F23, L1

Absztrakt

A tanulmanyom alapjaként egy atfogo képet adok a lean fejlédéstorténetérdl és az alapelvekrol.
A kutatasomban egy multinacionalis cégnél alkalmazott lean gondolkodasi stratégiat vizsgalok
a pandémia idészakaban. Nagy hangstlyt fektetek arra, hogy a szellemi munkavallalok és ve-
zetdik aspektusabol is megvizsgaljam a rdjuk gyakorolt lean gondolkodasi stratégia hatésait.
Kyvalitativ és kvantitativ modszereket alkalmazok a kutatasomban, 4 kiilonb6z6 funkcionalitas-
sal rendelkezd osztalyra, amely Gsszesen 8 csoportot jelent. Kérddiv forméjaban megkozelito-
leg 100 szellemi munkavéllald valaszainak az Osszevetésével vizsgalom a lean gondolkodasi
stratégia hatédsait, er6forras igényét és eredményességét, kiilonb6zo szakaszokra lebontva. Az
eltéré funkcionalitdssal rendelkezd osztalyok esetében a specifikusabb kutatast részesitettem
eldnyben, ahol 4 osztalyvezetdvel és 8 csoportvezetdvel készitettem interjat a lean gondolko-
dasi stratégia soran tapasztalt kihivasokrdl és reakciokrol. A tanulméany a lean gondolkodas,
egy multinaciondlis véllalat stratégiai menedzsmentjében vald alkalmazasdnak a megértéséhez
kivan hozzajarulni a pandémia id6szakaban.

Kulcsszavak: lean, pandémia, multinacionalis, stratégiai menedzsmentjében
JEL-kodok: F23, L1

1. Introduction

My study is based on the history and principles of lean development. | examine the lean thinking
strategy used in a multinational company during a pandemic period. | examine the effects of a
lean strategy on managers and intellectual workers using qualitative and quantitative research
methods. Breaking down into key areas, | compare resource needs and effectiveness, and eval-
uate the challenges and extra capacity requirements of the phases of lean strategic projects. The
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aim of this study is to demonstrate lean thinking in its application to the strategic management
of a multinational company and to contribute to its understanding during a pandemic.

2. Theoretical Background

2.1. Lean theoretical background and development

The lean philosophy is based on Toyota Motor Corporation’s Toyota Production System.
Toyota’s Production System was born in the 1950s, following the work of Taylor, Gilbreth,
Smiles, Miles and Gantt and the achievements of Ford so far. (Jones—Womack—Roos, 1990)
Lean is a method of company organization and corporate leadership. The goal of lean is to be
economical, which plays a key role in the production of a product or the services of a company.
In lean thinking, the company shapes theirs processes primarily based on what is the value for
the customer. What does not create value for the customer, so what the customer does not pay
for, the lean is considering those as a loss or waste. Lean method is trying to increase the effi-
ciency of own workflows by optimizing these losses. In the case of customers, we need to think
not only about the end customer, but also about the customer relationships in the internal pro-
cesses. (Ohno 1988) Lean is also used in lean management or lean philosophy word combina-
tions. Lean as a method has spread mainly in the industry, especially in the automotive industry.
But it can be used in any industry and for services as well as any office work in general. (Kovacs
2017) As it is mainly used by industry, the literature description of its methods and tools is also
prepared for use primarily in an industrial environment. (Nyaradi—Kocsi—Budai, 2016) Nowa-
days, the application and description of lean methods especially for services is developing and
spreading. (Olah—Popp, 2016)

2.2. Lean principles

The two main principles of lean philosophy are respect for the person and the removal of losses
from all processes and activities that have no value for the customer. Respect for a lean com-
pany means that your employees are important to the company, they respect their ideas, opin-
ions and thoughts. Lean organizations work by continually improving the people who work in
them. To avoid losses, they look for opportunities with the help of casein, they operate the
processes efficiently, developing customer-oriented metrics and measurement methods. The
lean leader is not primarily a leader who gives instructions, but also knows the work of the
employees well, recognizes and understands the connections, supports the subordinate in
achieving their goals, and develops their skills. In such an organization, everyone is responsible
for the developed system, follows its regulations and continuously develops them, adapting
them to the environment and its expectations. The introduction and application of lean never
causes redundancies, layoffs, the capacities freed up during continuous development, the de-
velopment of new products, the search for new markets or the continuous development of the
company. (Jones—Womack 2009)

2.3. Lean wastes

Constantly searching for, analyzing, and removing losses is one of the most important activities
of a lean company. Any activity that does not directly generate value for the customer is con-
sidered a loss. These activities should be further classified as unnecessary, discontinuable and
non-discontinuable in support of value creation. The first group includes muda, mura and muri,
the second group includes processes for the control and supervision of processes. (Jones—Wom-
ack, 2015)

8 wastes type of lean:

» Transport,

* Inventory,

« Motion,

» Waiting,

+ Overproduction,
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» Over-processing,

+ Defects,

» Non-Utilized Talent (Figure 1).

Once the causes of these wastes are understood clearly, the company can focus on opti-
mizing their processes by eliminating wastes from these processes. (Kissflow, 2021)

Defects

Efforts caused by rework,
scrap and incorrect information

Overproduction

Production that is more than
needed or before it is needed

Non-Utilized Talent

Underutilzing people’s talents,
skills & knowledge.

Waiting
Wasted time waiting for
the next step in a process

Transportation

Unnecessary movements
of products & materials.

Inventory

Excess products and materials
not being processed.

Motion

Unnecessary movements
by people (ex.walking).

Extra-Processing

More work or higher quality
than is required, by the
customer.

000
OO0

Figure 1: 8 wastes type of lean
Source: How to Identify and Eliminate the 8 Wastes of Lean (2021)
https://kissflow.com/wp-content/uploads/2019/10/wastes-of-lean.png

2.4. Lean management tools

In this section, | provide a comprehensive overview of lean routines from the lean management
toolbar based on my own experience at a multinational company. It is important to know these
lean management tools which are used in lean strategy projects, because the evaluation of the
results is will be more understandable in section 4.

Sit-ins is shadowing an employee to:

+ Value his/her activities.

+ ldentify deviations and Best Practices.

+ Train and build skills.

Best practices are striving for operational excellence by describing, implementing and
sharing of excellent ideas and procedures.

Feedback and coaching are raise awareness for personal improvements and accompanied
development of personality.

TIP (Tactical Implementation Plan) management is planning of middle & long-term ac-
tions to enable consistent tracking of progress and its impact.

Problem solving is removing barriers for continuous flow by regular systematic problem
solving.

Skills management is actively working on the skills matrix to develop capabilities of team
members.

Capacity management is anticipation and balancing of workload within and across teams.

Daily meeting is dedicated to:

» Overview of upcoming task.

+ Identify issues and problems.

+ Allocate workload.

* Review KPIs.
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Weekly meeting is dedicated to discussion of complex long term problems to make deci-
sions (e.g. planning, prioritizing, escalation.)

Daily and weekly meeting is connecting to “Performance management — teamboard
meeting”.

2.5. Strategic management

Strategic planning is of paramount importance to the operation of a company. Strategic plan-
ning is one of the most popular management tools. Thus, it can also be used effectively in
planning the introduction of lean thinking. Planning can increase the effective implementation
of a lean strategy and make it easier to achieve defined goals. Strategic planning is a planning
process that helps you define different tasks to fit your company’s vision. It will work effec-
tively if the company is managed according to the tasks defined by the planning process. It is
important that the design process begins with a comprehensive analysis. The conditions im-
posed by the external environment and the internal capabilities of the company must be exam-
ined. These factors will limit the scope of corporate operations. Once the criteria have been
identified, expectations for the future state and the means and methods to meet them can be
identified. (Balaton—Tari, 2007)

2.6. Lean thinking strategy

Extending lean thinking to different departments will help a company to operate effectively
overall. A lean thinking strategy must be part of a complex corporate strategy, so it must be in
line with the defined expectations and needs for both the present and the future. Thanks to the
development of lean, the lean strategy was developed, which adapted the lean principles and
along the way developed a long-term strategy for the company. (Collis, 2016)

3. Materials and Methods

In my research, | examine the lean thinking strategy used by a multinational company during a
pandemic. As a first step of research, international and local literature was processed closely
related and reviewed to the lean and strategic management topics.

In the second step, | examined the effects of a lean thinking strategy on them from the
perspective of intellectual workers and their leaders. In my research method | used qualitative
and quantitative tools. As research material, | focused on 4 departments with different function-
alities. This means a total of 8 groups. In the form of a questionnaire, | examine the effects of
a lean thinking strategy by comparing the responses of approximately 100 intellectual workers.
Resource demand and efficiency, broken down into different lean segments. In the case of de-
partments with different functionalities, | preferred the more specific research, where | inter-
viewed 4 leaders of departments and 8 group leaders about the challenges and reactions expe-
rienced and the need extra capacity during the lean thinking strategy projects.

4. Results

In my research, |1 examined the effectiveness of lean management tools used in lean strategy
projects. In the questionnaire, lean tools can be evaluated from 1 to 5. 1 was the least effective,
5 the most effective. | averaged the 100 employee responses for each lean tool and then rounded
the value for better visualization (Figure 2).
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Figure 2: Effectiveness of lean tools
Source: Own figure

| also looked at it in terms of resource needs, in this case too, | averaged the 100 employee
responses for each lean tool and then rounded the value for better visualization (Figure 3).
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Figure 3: Resource needs of lean tools
Source: Own figure

In Figure 4 |1 compared the results obtained previously. Based on Figure 4, | made the
following evaluation:

Good results:

» Feedback & Coaching.

» Problem Solving.
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Figure 4: Effectiveness vs. resource needs of lean tools
Source: Own figure

As a second step in my research, | interviewed 4 leaders of departments and 8 group
leaders about the challenges and reactions experienced and the need extra capacity during the
lean thinking strategy projects. The most common challenge types and the average of extra
capacity requirements are broken down into project phases in the Figure 5.

3 weeks 3 weeks 7-9 weeks ____5 months
Ity {]
| 5 % “icPfor |
| Preparation ! Diagnosis Design Implementation ’ Sustainability Y | improve-
| ! ’ /1 ment ]
{ PSS . ] e e e =t . 7

‘ M.M ‘ M.M ‘ M.M
Change A 8.6 Commitment New working culture Self sustaining
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Implement
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&3
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capacity
requirements

5% ‘ 15% 30% ‘ 15% 10%

monitoring & closing

Most common introduce to

tasks

define wastes scheduling using new methods keep using
all tools & methods

on a proper way

challenge types| the team

Figure 5: The most common challenge types and the average of extra capacity

requirements of lean thinking strategy project phases
Source: Own figure
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Based on interviews, | made the following evaluation for extra capacity:
* No. 1. with 30 % is the implementation phase.

* No. 2. with 20 % is the design phase.

* No. 3. with 15 % are the diagnoses and sustainability phases.

5. Summary

A review of the international and local literatures has shown that the lean has been addressed
by many for a long time and have played a significant role mainly in manufactory industries for
many decades. Base on my experience, multinational companies started to implement lean
thinking strategies to office areas too. It can be seen from the results that a multinational com-
pany face a wide range of lean tools in lean thinking projects. Based on the questionary and
interviews with leaders, lean thinking strategy has a positive effect on productivity and leader-
ship management too, which can give a long-term positive effectiveness for the groups. In my
opinion, synergies can be developed between different departments and groups through lean
thinking, which would form a standard system at the corporate level and provide additional
efficiencies for the multinational company in the long run. Of course, defining such synergies
requires further research.
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