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Abstract 

Lean together with Toyota shocked the world when it came out. It turned a 

devastated company into the top car manufacturer. Ever since, the concept of 

lean has been implemented in companies outside of Toyota, industries outside 

of the car manufacturing industry and even in the public sector. The non-

profit sector suffers problems of inexperienced leaders and economic 

problems according to theory which is hoped to be solved using lean. It has 

yet to be properly been introduced into non-profit organizations which this 

study aims to do. 

Previous research regarding an implementation of lean in an NPO is almost 

non-existing. Few instances where specific problems were solved using lean 

exist but nothing more. Implementing lean as it currently is does not fit well 

with the nature of non-profit organizations. Therefore, lean must be 

translated. To make up for a lack of previous research, the study collected 

qualitative data in the form of semi-structured interviews of eleven people 

within NPOs. Information regarding lean was gathered through a literature 

review. 

The study discovered that the problem regarding uneducated leaders was 

existent in most interviewed organizations while the economic problems 

wasn’t equally apparent. NPOs struggled with wastes due to lack of 

standardization since unpaid employees mostly help out during their spare 

time and leaders did not feel they could implement standardization and 

demands upon them. This and other conclusions constitute the answer to the 

research question with hopes to be a stepping stone to future research. Further 

research should focus on how to implement standardization while motivating 

unpaid employees. 

Keywords 

Lean, Non-profit, Not-for-profit, Non-business, Lean service, Lean 
implementation, Lean model. 
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Sammanfattning 

Lean och Toyota slog världen med häpnad när det kom ut. Det gjorde ett 

företag med en omöjlig situation till den världsledande bilproducenten. Sen 

dess har lean implementerats i andra företag, andra industrier och t.o.m. den 

offentliga sektorn. Den ideella världen har ofta problem med outbildade ledare 

och ekonomiska problem enligt teorin. Detta kan förhoppningsvis förbättras 

med hjälp av lean. Lean har inte än anpassats för att implementeras i den 

ideella sektorn och det är syftet med denna studie. 

Tidigare forskning gällande en implementering av lean i ideella organisationer 

är knapp. Specifika problem har lösts med vissa av leans verktyg men en 

extensiv anpassning av lean i ideella organisationer finns ej. Den ideella 

världen jobbar mera abstrakt vilket krockar med leans sätt att arbeta med 

konkreta värden. Därför måste lean anpassas, så att de grundläggande 

filosofierna kan överföras. För att få en förståelse av ideella organisationer har 

studien samlat kvalitativ data i form av intervjuer av elva medlemmar i ideella 

organisationer och en litteraturstudie ger en omfattande förståelse av lean. 

Studien kunde bekräfta problemet med outbildade ledare men det andra 

problemet enligt teorin, ekonomiska problem, var inte ett generellt problem. 

Ideella organisationer har slöserier som ofta kom från ostrukturerade 

arbetssätt då standardisering är svårt att implementera med obetald personal 

som hjälper till på sin fritid. Slutsatserna som dras hoppas hjälpa framtida 

forskning genom att visa var fokus borde ligga. 

Framtida studier borde fokuseras på att lösa problemet kring implementering 

av standardisering med obetalda medarbetare 

 

Nyckelord 

Lean, Ideella organisationer, Föreningar, Icke-statlig, Lean service, Lean 

implementering, Lean modell. 
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1. Introduction 

In 1896, Sakichi Toyoda developed an automatic weaving machine (Toyota 

2019). This machine would come to be the stepping stone for what we today 

know to be the lean philosophy. This machine was designed in such a way that 

it would stop itself when a problem occurred. This principle is called Jidoka or 

“automation with a human touch”. 

This way of thinking, to automate the process of recognition and elimination 

of disturbance to the workflow was inherited by his successor and son 

Kiichiro Toyoda. His belief was that “the ideal conditions for making things 

are created when machines, facilities and people work together to add value 

without generating any waste.” (Toyota 2019). This belief is what lead to the 

Just-in-Time method which means that a company should only produce what 

is needed, when it’s needed, and in the amount it’s needed. 

With Toyota under the leadership of different people within the Toyoda 

family, these core values kept evolving. The lean philosophy is constructed in 

such a way that it constantly questions itself and reflects. This means that lean 

will always evolve and improve. It was inevitable that lean would travel outside 

Toyota to other car competitors and other industries. Lean evolved even 

further when it was implemented outside the manufacturing industry when 

people noted that it could also be implemented in industries that didn’t 

produce products but provides services. 

Lean is applied in many industries. In order for lean to be properly applied, it 

has to be translated and adjusted to the nature of the industry it travels to. For 

this to be done, a thorough understanding of lean is needed. Also, a 

comprehensive understanding of the industry the philosophy it would travel to 

is essential. 

Non-profit organizations are organizations which do not give profit to their 

shareholders, but further invest it in the organization to achieve their goals. 

The organizational goals are usually religious, scientific or educational but 

could be others as well. Among the bigger non-profit organizations there are 

United Way Worldwide, Salvation Army and The Museum of Modern Art. 

The existence of NPOs are essential to our world. The mobility of these 

organizations makes it possible to rapidly respond to a need in the community 

(Ciucescu 2009). When an earthquake hit Chile in 2010, United Way 

worldwide responded to provide support. After the tsunami and earthquake 
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disaster in Japan 2011, the same NPO raised USD 16 million dollars to 

provide support (www.unitedway.org).  

The Museum of Modern Art has preserved invaluable historical pieces from 

painters such as Vincent van Gough, Pablo Picasso and Salvador Dali among 

others. Without the protection and preservation from this NPO, these pieces 

could very well be in the hands of a private collector, hidden away from the 

public to enjoy. Today, The Museum of Modern Art hold over 200 thousand 

items, such as paintings and sculptures, and 320 thousand items in their library 

(www.moma.org). 

Looking at one of the world’s biggest medical humanitarian NPO, Médecins 

Sans Frontiéres, one can truly see the enormous accomplishments that an 

NPO can achieve. In their annual report of 2017, over 10 million outpatient 

consultations were performed (www.msf.org). Even though the cause behind 

all NPOs aren’t always as noble as the examples mentioned above, one cannot 

underestimate the driving force which can exceed the greed for money that 

imbues a lot of companies. 

Among the smaller NPOs, there are those who try and connect people 

through different interests and sports. Others who try and lift opinions of 

those whose voices need to be heard. No matter the size or impact of an 

NPO, the cause is almost always beneficial for us humans and these 

organizations are key figures in the echo systems of our society. 

Lean has yet to be translated to fit NPOs. This is easily confirmed when 

looking through the scarce hits of master thesis where an NPO would only be 

the place where something has been examined, and not the NPO itself. A 

search of lean using the search engine “OneSearch” gives roughly 60 thousand 

peer reviewed hits when searching for the term in the title. When adding non-

profit to the search, a result of six articles are retained. Of which, only two are 

relevant in the sense that one would want to know how lean can improve a 

non-profit organization. 

But why would a non-profit organization be in need of lean or improvement? 

This question could be obvious. Why would any type of organization not want 

to improve efficiency and reduce costs? While lean could be translated to fit 

almost sort of company or organization, where is lean really needed? One 

would have to see the problems that NPOs have to see the need of 

improvement.  
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1.1. Research problem 

The core goal of all NPO is to serve a public cause in some way, contrary to a 

company that operates to gain a profit. However, to serve that cause, the NPO 

needs money since NPOs don’t usually produce or generate money within the 

company in the same way that other companies do. Money is scarce and the 

organization is usually dependent on outside funding (Cheng & Chang 2012) 

which is a liability no organization wants to have. This liability could be worse 

for an NPO, say if it’s a medical humanitarian one where lives are at stake, a 

lack of resources could cost human lives. 

NPOs are not allowed to give money to their shareholders and must use the 

profit to further their cause. To operate, they need to use parts of the profit 

into administrative parts of the organization to properly function. A point of 

discussion and often criticism is when salaries and administrative costs seem 

too high for the NPO. It raises demands for scrutiny and suspicion which 

could ruin the reputation and endanger the support from their funders. 

Chimielewski (2018) state that many managers within NPOs often have non-

management background. The reason being is that training is deemed too 

expensive, even though it is essential with management training to efficiently 

operate any organization. Burger (2018) also raises the concern that one of the 

key management issues that NPO come across is the way decision making is 

done. Instead of prioritizing long-term stability and sustainability, decisions are 

made for short term benefits. 

Lean is about reducing waste and being efficient where NPOs struggle with 

being sustainable. Where NPOs lack in management, lean talks about 

developing leaders while to make all parts of the organization autonomous 

(Liker 2004). While NPOs are known to make decisions based on short-term 

needs, lean talks about sacrificing the short-term needs to achieve long-term 

sustainability. Lean has solutions to the problems that NPOs face.  

Since non-profit organizations often encounter problems of inefficiency (Chen 

& Cheng 2017) the lean philosophy was been used to try and solve the social 

loafing phenomenon which is more frequent among NPOs. Social loafing 

means that a group would put less work in and be less efficient due to the fact 

that they are part of a group contrary to if the individuals would be working 

alone. Through implementation of Lean-Kanban, the production environment 
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was improved, and operational management issues was reduced (Chen & 

Cheng 2017).  

The fact that lean was used to solve a social phenomenon indicates that the 

lean philosophy has many more areas where it could improve circumstances 

and situations. Lean applications have not yet been applied to NPOs (Cheng 

& Chang 2012) and is hoped to be further examined in this report.  

1.2. Aim & Purpose 

The study aims to further understand the connection between Lean and NPOs 

and to understand both obstacles and possibilities that exist within the 

connection. This contribution is hoped to be a stepping stone for a future 

transformation models that would help NPOs address their issues through 

lean implementation. 

1.3. Research question 

What are possible solutions and obstacles an NPO face when trying to achieve 

long-term sustainability and proper management through lean implementation?  

1.4. Delimitations 

The lean philosophy is vast and will not be comprehensively described due to 

irrelevancy to the purpose of the study. The tools and principles within lean 

that the author finds no connection to NPOs will not be examined. Also, since 

the regulations regarding NPOs are different and could therefore give NPOs 

in different countries other prerequisites, the report will only focus on NPOs 

that mainly operate in Sweden. 

1.5. Thesis structure 

Firstly, the research question is chosen through the research gap. 

Secondly, the theoretical framework is presented to give insight to the 

background of the connection of Lean and NPOs. This entails a summary of 

Lean that is relevant to NPOs, the evolution of lean, a description of NPOs 

according to the theory and lastly, the concepts of traveling to briefly 

understand what to consider when implementing lean into an NPO. 

Thirdly, the research method is presented, and the choices are motivated in 

regard to the research purpose. 
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Fourthly, the empirics are presented as the authors translation of the 

interviews using themes. 

Fifthly, the empirics are analysed with regard to the theory according to the 

research method. 

Sixthly, the conclusion is presented as the key contributions to the research 

gap that constitutes the answer to the research question. 
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2. Theoretical framework 

This theoretical chapter will firstly walk the reader through the concept of Lean. Secondly, 

how lean has changed. Thirdly, NPOs the theoretical framework regarding NPOs. 

Fourthly, the previous research regarding the connection of Lean and NPOs. Lastly, the 

topic of traveling ideas will be briefly explained. 

The articles and information were gathered from multiple places. Mainly 

through the Karlstad University database. The search tool, Onesearch, was 

used at first to gather an overall view on the scientific situation where key 

words such as “Lean”, “NPO”, “Lean NPO”, “TPS”, “Lean Public Sector”, 

etc. were used. Online articles but also books from the Karlstad University 

library where used as places to gather information. 

Information that was gathered regarding NPO’s issues were also not of 

sources as reliable as the peer reviewed ones from One Search. They were 

used to give an insight to NPO issues with the idea to be confirmed through 

the interviews. Reasoning for this is, as seen in the theory chapter, is that 

NPOs do not operate in the same way, nor do they necessarily have a majority 

of common traits in regard to their nature. This chapter should give the reader 

insight into Lean and NPOs. Also, the theoretical connection between them 

and a brief understanding of traveling ideas to understand the thought process 

of the Empirics, Analysis and Discussion chapters. 

2.1. Lean 

Lean has more than one definition. “The core idea is to maximize customer 

value while minimizing waste” (Lean 2018). Lean originated from Toyota that 

give a similar definition. 

A production system which is steeped in the philosophy of 

“the complete elimination of all waste” imbuing all aspects 

of production in pursuit of the most efficient methods. 

(Toyota 2019) 

This focus on removing waste comes from Sakichi Toyoda and the principle is 

called Jidoka, meaning “automation with a human touch. The second key 

principle of Lean is the Just-in-Time principle which is developed by a later 

vice president of Toyota, Taiichi Ohno. The principle means that a company 

should only produce “what is needed, when it’s needed, and in the amount it’s 

needed” (Toyota 2019). Jidoka and Just-in-Time are the two core principles of 

lean. 
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More recent, outside of Toyota, there are three key books which cover what 

lean looks like today. The Machine That Changed the World by Womack et al 

(1990), Lean thinking by Womack et al (2004) and The Toyota Way by Jeffrey K. 

Liker (2004). These three books will be used to further explain lean thoroughly 

after the two key concepts of value and waste have been defined. 

2.1.1. Value 

How Lean is applied starts with examining the process of manufacturing, but 

through the eyes of the customer. The customer is both the internal customer, 

meaning the next step of the production line but also the final customer which 

will receive the product. This is what Liker (2004) defines as value. 

Understanding this value is the key to understanding lean. Womack. et al 

(2003) states that the reason value needs a new definition is because producers 

simply want to keep making what they’ve already been making. When they are 

asked to rethink what value really means, they explain it in terms of lowered 

costs, customization or fast delivery. Womack. et al (2003) explains that the 

key flaw in this thinking is that the producers need to analyse value together 

with the customer and to challenge the definitions which are outdated. Liker 

(2004) states that anything that doesn’t add value to the customer is to be 

reduced. 

2.1.2 Waste 

There are seven major types of wastes according to Toyota which do not add 

value. However, Liker (2004) includes an eighth one. The eight are as 

following: 

1. Overproduction. In consideration to what Just-in-Time states, anything else that 

is not ordered by the customer is considered overproduction. Most of the 

wastes are considered a product of overproduction making this the fundamental 

waste according to Ohno (Liker 2004). 

2. Waiting. Any waiting time where the workers have to stand and do 

nothing because of stockouts, downtimes or other bottlenecks is time 

wasted. 

3. Unnecessary transport. Inefficient transport of materials, work in 

progress or finished products should not be transported unnecessary 

distance. The equipment, materials and products are not optimally located 

if they have to travel extra distance. 

4. Over processing or incorrect processing comes from the unstandardized 

process of production which many companies use. The processes should 
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be done in the same way resulting in higher quality where less defects are 

produced, making the need for correction less. 

5. Excess inventory. Raw material or finished goods in excess storage leads 

to longer lead times, transportation and storage costs which are 

unnecessary. 

6. Unnecessary movement. Unlike unnecessary movement, this movement 

applies to the workers movement and indicates as well that the workplace 

isn’t optimally designed. The workplace of the employees should be 

optimized to reduce walking, looking for and reaching tools or materials. 

7. Defects will lead to more waste in the form of unnecessary energy and 

time in the form of repair, scrapping and employee time since the defects 

need to be inspected. 

8. Unused employee creativity. This is the waste that Liker added. If a 

company doesn’t use the ideas and skills that their employees has, it is 

potential which is wasted that could improve the company. 

2.1.3 The 14 principles of the Toyota Way. 

The 14 principles are what is collectively known as the Toyota Way. They stem 

from the core principle of contributing to society and what has given Toyota 

their competitive advantage. The principles explain lean extensively and is the 

primary section of the theory that explain lean. Principle 2, 3, 4, 7, 8 are 

irrelevant to NPOs and therefore removed from the thesis. 

 

Base management decisions on long-term philosophy, even at the cost of 

short-term goals. 

Make sure that the company is imbued with the values of the philosophy. A 

philosophy that promotes long-term goals over short-term. A philosophy that 

has a common purpose which exceeds the goal of making money. This 

philosophy will be the foundation which imbues all other principles that the 

company follows. Liker (2004) believes that companies have been moving in 

the direction of capitalism, and that this selfish direction will magically lead to 

economic well-being, innovation and the well-being of humanity. The key 

difference is the view on money that Toyota has. The purpose of profit is to 

reinvest in the future, in the society and to help the community.  

Build a culture which prioritizes fixing problems and stops the process to get 

the quality right the first time to never produce defects. 

This is the principle of Jidoka. The reason that this differentiates lean from 

mass manufacturing is the fact that it promotes the company to stop the 
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production in the identification of a problem. Liker (2004) describes that at 

Ford, if the production wasn’t running at 100 %, one would need to explain it 

to the Division. With Toyota, the management were the ones to implement 

this principle. Thus, developing a culture throughout the company which isn’t 

scared to halt the production to fix a problem. Looking at a longer time frame, 

fixing an issue and preventing it from happening again will save both time and 

money for the company rather than ignoring the problem to keep up a higher 

production. 

Standardized tasks are the key for improvement and employee 

empowerment. 

While this principle is criticized in the sense that many jobs deem that 

standardization will impede creativity and efficiency when performing the job, 

Liker (2004) states that some level of standardization is always possible. Some 

jobs, such as designing new devices, developing new software or treating 

patients as a nurse, demand an approach which should be customized to the 

need. Even for the case of an assembly line, workers believe that they perform 

best when doing their work their own way. Trying to control or standardize 

the work of employees is a hard thing to implement without the employees 

feeling mistreated or unhappy. 

Toyota believes that standardization can still be achieved without causing 

discontent for the employees. The standardization which Toyota uses for its 

employees consist of three factors. The employee should work in the pace of 

the takt time, in a certain sequence and with a set amount of stock for the 

process. 

The way standardization leads to improvement and employee empowerment is 

looked upon in the way that standardization is the ground work needed for 

improvement. “The same way one cannot learn to improve one’s golf skills 

without knowing and practicing the basics first.” (Liker 2004). 

Grow leaders who truly understand and use the philosophy that also pass it 

on within the company. 

Liker (2004) defines a leader through the leadership matrix shown below. 
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Figure 1. Author’s own illustration of the Toyota leadership model (Liker 2004). 

The vertical axis explains refer to the degree of which the leader gives 

directives on the people below (top-down). On the other hand, the leader can 

focus on developing the people so that they can think for themselves and 

make the right decision without relying on directives. The vertical axis defines 

how much management expertise the leader has, contrary to the in-depth 

knowledge of the work and what they do. The top right corner of the matrix is 

where Toyota chooses their leaders. Liker (2004) states that the most 

inefficient leader would be in the bottom left of the matrix where a command 

and control kind (Seddon 2009) of leader would be.  

Develop employees and teams that follow the philosophy of the company. 

This principle comes hand in hand with the previous one. A leader that lives 

the philosophy and spreads it throughout the company will lead to the 

employees feeling empowered as they themselves exercise the philosophy that 

the leaders have taught them. “In order to make teams that excel, the 

individuals must also be excellent” (Liker 2004). That is why Toyota prioritizes 

finding and developing individuals as they are the most important asset the 

company has.  

Respect not only your employees, but also you partners and suppliers 

through challenging them and to help them grow. 

Toyota believes that respecting the partners of the company does not mean to 

like them, but to have high standards and expectations. Suppliers consistently 

say that Toyota is both their toughest but best customer they have (Liker 

2004). Toyota had immense problems when starting up. They did not have the 

money nor supplies to even build cars on some days. They understood that 
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they would need solid partners that they would build long, lasting relationships 

with, as if extending their family. This is why Toyota has such a complex and 

strong relationship with their partners and suppliers. Toyota’s view is that they 

should challenge these partners in the same way they are challenging their 

employees. That is what they see as respect (Liker 2004). 

Go and see a situation with your own eyes to understand the situation, 

Genchi Genbutsu. 

A principle previously mentioned that means one does not fully understand a 

problem unless one goes and sees it with own eyes (Liker 2004). Even the 

president of the Toyota factory in Georgetown would visit the factory in the 

morning and stare at operations, almost as in a trance. He would later order to 

fix or improve the operation. What can be seen with the eye will not always 

show up in written reports. Seeing the situation gives a clearer understanding 

of it. However, that is not enough. One must also analyse and go to the root 

of a problem to solve it. After seeing the problem, one cannot be content. 

Seeing it only means that one gets a better understanding which is only the 

beginning of solving an issue or improving a situation.  

When making decisions, do it slowly. Make sure that all options are 

thoroughly considered but when the decision is made, implement it rapidly, 

Nemawashi. 

Toyota carefully makes decisions. They thoroughly evaluate new technology 

and decisions that decide the company’s future. When the decision is made, 

the implementation of it should be rapid. There are five major steps that 

Toyota follow when making a decision. Also, just as important is how one 

arrives at the decision compared to how good the decision is. The steps look 

as following. 

 

1. Gain a complete understanding of the situation, including Genchi 

Genbutsu. 

2. Understand the reason behind the problem or the cause of the situation 

through asking “Why?” five times. 

3. Thoroughly consider the different solutions and alternatives for the 

situation. 

4. Establish a consensus regarding the choice within both the employees but 

also the partners outside of Toyota. 

5. Use efficient communication tools for the four steps. 
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2.2 The evolution of lean 

The following section will help the reader understand what needs to be considered when 

applying lean in a new area and why. The study aims to investigate a rather unexplored 

connection that is lean and NPO. Understanding previous adaptations of lean will therefore 

help with that as the section aims to do. Simultaneously, the adaptation of lean in a service 

context provides new tools that could potentially be directly applied in an NPO context. 

2.2.1 Lean service 

John Seddon (2009) saw the potential of lean being implemented in service 

companies. The current approach was heavily influenced by Levitt (1972) that 

states that companies must see themselves as “performing manufacturing 

functions” rather than service companies, even though Levitt (1972) agrees 

that services and products are very different. He saw that services and the 

service industry are “primitive, sluggish and inefficient” (Levitt 1972). These 

flaws are explained as a product from the fact that the service industry thinks 

humanistically. 

The view which Levitt (1972) thinks we should stop using to be able to 

improve services is the thinking of improving the human, the performer of the 

service. The service industry should instead look to improve in the same sense 

that manufacturing industries do. They should look towards the tools, old and 

new, the processes, organizational rearrangements and controls that can help 

improve.  

The core difference between the service industries and the production industry 

is the difference between products and services. Grönroos (1990) provides a 

definition of services which clearly distinguishes from products. 

1. Services are intangible. 

2. Services are activities or a series of activities rather than things. 

3. Services are, to some extent, produced and consumed at the same time. 

4. Services have, to some extent, customer participation during the 

production process. 

Seddon (2009) explains the way service companies are operating as a command 

and control way of thinking. This way of management can be compared with a 

top-down way of thinking. The problem with command and control is the fact 

that decisions are separated from the actual work, expecting the management 

to be able to make decisions based on tables and numbers. Seddon (2009) 
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suggest that organizations should instead be operating like a system. Below are 

key areas that should be changed in order to function accordingly. 

 

Measurements 

The way that leaders measure and estimate how the organization is doing is 

done by measurements. To have measurements that are useful and add value 

to improving the organization, Seddon (2009) puts forth 3 criteria’s that they 

should fulfil. 

1. They must help to understand and improve the situation. 

2. They must be connected to a purpose. The measurement should be 

connected to the value from the customers perspective. Improving the 

measurement should directly lead to the purpose improving. This will give 

the employees room for creativity to improve the work method. 

3. The measurements must be integrated within the actual work. Meaning 

that the measurements must be on a level which the employees directly 

have the power to affect. 

The measurements should replace the goals and stem from the value of the 

organization that is defined through the customer’s demand. In a command and 

control kind of organization, the goals give focus on numbers such as increasing 

profit and reducing wastes. Therefore, the focus is on improving numbers 

rather than the work method. The focus of the employees go to satisfying the 

boss rather than the customer.  

Break-Fix 

A model which introduced to lean within service organizations is break-fix 

(Seddon 2009). This could be compared by the principle of Jidoka that is 

introduced as the fifth principle of the Toyota Way (Liker 2004). Even though 

it’s not a relevant parallel to draw that production is stopped and a customer 

coming with a complaint that one stops the handling of the customer, the 

principle of directly going to the root of the problem and fixing it when it 

arises still applies. The model is explained through four steps: 

Customer demand > Understanding the problem > Come to a solution > Reacting 

(solving the problem). 

They key principle to understand the model of break fix is to adapt the work 

according to the demand of the customer. 
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Learn to see 

Seddon brings forth the importance of good leaders within service companies. 

As mentioned by Liker (2004), the leaders should understand the company 

and go see for themselves how it looks. They should also make sure that they 

know the true value that they are working towards and pass on their views to 

the employees. 

To change the management away from command and control, the management 

must strive to change.  The tool that is presented by Seddon (2009) should be 

followed sequentially. Firstly, the company must be understood and examined. 

This is done by asking the following questions. 

• What is our purpose?  

• How does the demand of the customer look? 

• What can our system achieve? 

• How does the work look? 

• Why is our system behaving this way? 

The second phase is the planning phase. During this phase, the following 

questions should be asked. 

• What must change in order to improve performance towards our purpose? 

• What arrangements must be taken and what consequences can we expect 

from them? 

• Which measurements are to be changed? 

Lastly, the acting phase take place where the company must do the following. 

• Carry out what is found in the planning phase. 

• Return to the first phase, the understanding or “control” phase. 

This is something that could be compared to Deming famous PDCA-cycle. 

Deming W. Edwards developed this method during his time in Japan in the 

1950’s. The cycle stands for Plan-Do-Check-Act and is a way to implement 

changes to a company. Seddon (2009) states that the reason he thinks the 

PDCA-cycle is flawed is because he thinks Deming assumed the leaders 

already were system thinkers and not leaders who believed in command and 

control. Also, Seddon (2009) states that the PDCA-cycle was developed in the 

manufacturing industry, where changes were tested outside the line before 

introduced to the system. This adaptation of the PDCA-cycle will force the 
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management to think and see what they have not been seeing due to their 

belief in command and control. 

2.2.2 Lean in the public sector 

One can see that key principles of lean are translated to the service industry. 

The key points of lean are however unchanged. Value, flow, management and 

change are still the focus despite not dealing with manufacturing of products. 

Since there are many parallels to be drawn from the public sector to NPOs 

this is of relevance. A key concept that immediately is in question as to how it 

can be adapted outside of the manufacturing industry is the Just-in-Time 

concept. Bateman et al. (2014) states that primary difference between 

conventional lean and the public sector (and other service organizations) is 

adapting the idea of Just-in-Time. The principle means to only produce when 

a downwards customer asks for it, thus, creating a pull in the workflow 

compared to a push flow. 

Batemen et al. (2014) presents a new way definition of pull. Instead, demand 

readiness is a replacement for the public sector and the service industry. The 

principle of pulling the demand from the customer does not work to the 

benefit of the customer in a service environment. Instead, the system should 

be ready to operate whenever a demand from a customer occurs. Regarding 

pull, Seddon (2008) states that the adaptation of pull is also complicated in the 

public sector due to the fact that the variation in customer demand is big. 

Instead of thinking of pull as “…pulls physical thing together to manufacture 

at the rate of customer demand…” (Seddon 2008) it should be thought of as a 

system which brings intangible expertise together to respond to a large variety 

in customer demand.  

Manufacturing companies have a clear definition of the customer. It is both 

the next station in the production line, but also the final customer where the 

product goes to. Within the public sector, it is sometimes rather unclear as to 

who the customers are (Bateman et al. 2014). The public sector operates 

according to the government which “works” for the public. In a sense, the 

taxpayers are the customers but not necessarily the ones who will be using the 

services depending on where in the public sector one looks. This makes it hard 

for the public sector to define value. A new proposition is that that “The 

concept of value hold true in the public sector but needs to be considered 

broadly to include the wide variety of stakeholders and what they value”. 

(Bateman et al. 2014) 
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2.3 Non-profit organisations 

This part of the theoretical framework is not extensive. While there are academic literature 

involving NPOs, it is not relevant to the connection of Lean and NPOs. It has therefore 

focused on giving a general overview on Swedish NPOs to provide the viewer of the big 

diversity and few common factors among NPOs. 

The definition of an NPO is rather vague. According to the Swedish tax 

agency, Skatteverket, the rule is that NPOs are taxed by the same rules as any 

other juridical person. Meaning that the organization should pay taxes for 

revenue such as interest, dividends etc. For NPOs that contribute to a public 

purpose, some of these expenses are tax free. Certain rules for purpose and 

function of the NPOs are listed according to Skatteverket. This means that the 

rules regarding NPOs and taxes differ from one country to another and from 

one organization to another. In Sweden, this means that different NPOs meet 

different economical prerequisites. 

Lundén & Lindblad (2011) however states that there is a lack of laws on 

NPOs. They are instead guided by general principles and praxis. The lack of 

specification only applies to some questions. The questions that are still vague 

are regarding: 

• Minimum number of members. 

• Minimum age of founder and board members. 

• Democratic rule. 

• Purpose. 

• Organization charts. 

• Revision demands. 

• Countability. 

While there is an assumption that an NPO often work toward a noble, non-

selfish cause, that is not always the case. An NPO can be fully commercial and 

work to further a cause that is not for the benefit of the public but a rather 

selfish one, which is one of the concerns that Lundén & Lindblad (2011) 

mention.  

NPOs are very different by nature because of the few prerequisites for 

creating one. They are different on the spectrum of commercialization, their 

purpose, the way they operate and how the management look like. This lack of 

standardization brings forth the disparity in the different kinds of NPOs there 
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are, but also contributes to the common obstacles that NPOs often deal with 

that is no long-term sustainability and lack of leaders with leadership 

competency.  

2.4 Lean’s venture into NPOs 

This section constitutes the previous research that is done regarding the connection of Lean 

and NPOs which the study aims to investigate. While it similarly to the previous section 

gives tools and conclusions that can directly give answers to the study, it also highlights the 

argument that is done in the introduction that is a lack of previous research in the connection 

of Lean and NPOs. 

As previously mentioned, literature of Lean in NPOs is scarce. “It (NPOs) has 

not yet been applied to non-profit organizations” (Cheng & Chang 2012, p. 

431). One can draw multiple parallels between NPOs and the public sector but 

also the service industry. The huge disparity and lack of structure that exist 

within NPOs is not as common in the public sector or the service industry. 

This lack of structure is assumed to be the cause of the problems and 

obstacles that NPOs face. 

Cheng and Chang (2012) tried to apply the lean six sigma framework in a 

physical disabilities service organization through the DMAIC-model. It is 

similar to Deming’s PDCA-cycle, Plan-Do-Check-Act. The organization 

produced different kinds of products such as wheelchairs, walkers and other 

assistive devices. The organization functioned similarly to a production 

company, with the difference being limited resources. Cheng and Chang 

(2016) only derived positive results from the implementation of lean six sigma 

in the NPO. The lean tools that were used are not mentioned in this study 

because they are process focused and would therefore only be applicable to 

NPOs that produce items. None of the eleven NPOs that were interviewed 

had a production and with the conclusion that this kind of NPO is a minority, 

general conclusions can not be drawn from it except that process focused 

principle within lean are directly translatable to an NPO that produces. 

 An NPO which also worked to assist people with disabilities, ATRC, was 

used as a case study to solve the social phenomena knowns as social loafing. The 

definition of social loafing is given as: 

“Moede (1927) explained the phenomenon of social loafing as when the 

number of employees or the nature of the workload increases, the 
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contributions of each member in a group decrease” (Chen & Cheng 2016, p. 

985). 

Chen and Cheng (2016) applied the Lean-Kanban model to solve this 

phenomenon that was found to be engendered when NPOs are 

commercialized. The tools that were used for this study are tools that have 

previously been explained in chapter 2. The 5’s, Just-in-Time, the five Whys? 

etc. The implementation of Kanban was a form of visualization which made 

the employees understand and cooperate better with each other’s work. The 

standard deviation for the cycles was decreased and the service times were 

distinctively decreased. The study leads to the recommendation to use Lean-

Kanban to improve the production environment. 

Chen and Cheng (2016) suggested an implementation of a reward and penalty 

system to motivate the employees after seeing that there was no clear reward 

system within the NPO. Liker (2004) state that leaders should truly live the 

philosophy and spread it through the company When they fully understand 

the philosophy and value of their work, they will be motivated. If this is 

enough to motivate unpaid employees is not clear. When the employees feel 

freedom and creativity in their work, they do a better job. Building and 

developing the staff is something that takes years and requires building a 

culture of continuous improvement throughout the company (Liker 2004). 

The study was directed in solving the social phenomenon social loafing that 

exists in NPOs. It was not directly intended to apply Lean in an NPO 

environment. The study mentioned before could directly apply lean tools since 

the target of the case study had processes similar to a production company and 

showed good results. These two studies constitute the current research within 

and provides us with two key conclusions. The first is that some lean tools can 

be directly translated to an NPO if the prerequisites exist. The second is that 

some sort of reward system is needed to motivate the employees and that 

visualisation of the performance could help. 

2.5 Traveling ideas 

This section aims to give a more generic insight as to what happens when an idea travels to a 

new area. This was more specifically described in chapter 2.2 as Lean travelled to the service 

industry and the public sector. However, this section provides aspects that weren’t considered 

in chapter 2.2 and should be considered for the adaptation of Lean in NPOs. 
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When an idea is to be implemented within an organization, the way it affects 

the organization and the idea itself is a science of its own. Quist and Hellström 

(2012) evaluated the virus-inspired theory (Rövik 2011) in the context of the 

Process Management (Benner & Tushman, 2002) idea traveling into the 

Swedish Customs Service. The theory, as explained by Quist & Hellström 

(2012), draws the parallel with how a virus spreads and infects a host and an 

idea traveling into another sector or organization outside its origin.  

The host that is the organization will response according to one or several of 

four immunity responses. 

 

1. Non-adoption. The organization decides to not adopt the idea. 

2. Isolation. It is formally adopted but not implemented. 

3. Expiry. It is adopted and initially implemented but gradually dies out 

without any formal decision to stop implementing it. 

4. Rejection. The formal decision to stop using the idea after it is proven to not 

give desired results. 

Local actor hood must be introduced (Quist & Hellström 2012) to properly 

translate and transform the idea and to make sure it materializes into the 

organization and to properly react to the immunity responses. 
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3 Method 

This chapter will cover the method of the study. Firstly, how the empirical data was selected. 

Secondly, how the empirical data was gathered. Lastly, how the analysis of the gathered data 

was analysed. 

3.1 Research Approach 

 
Figure 2. Research approach used for thesis (Author’s own illustration). 

 

Since there is little previous research in the connection between NPOs and 

lean, the data was selected in hopes to see possible patterns. After the analysis 

was done and conclusions were drawn, the theory had to be revisited to find 

answers to unexpected questions and areas that needed investigation. The 

literature review was revisited to find new theory and to exclude irrelevant 

theory that was previously included. This iterative process was needed for the 

abductive approach that was chosen as a research due to the lack of previous 

research (Bryman & Bell 2015). 

3.2 Data Collection 

Similarly to the reasoning of an abductive research approach, no previous 

theory in the connection between NPOs and lean, qualitative data was chosen 

to identify patterns and generate new theory (Bryman & Bell 2015). 

3.2.1 Sampling 

The population (Bryman & Bell 2011) consists of all the NPOs in Sweden as 

they were the target of the study. Since the author worked independent and no 

connections with NPOs where established previously, the availability (Bryman 

& Bell 2011) was the key consideration in the choice of the sampling strategy. 

The availability of NPOs was extremely low. This gave forth a bias due to the 

high level of non-response of most of the sample and could therefore not 

support any existing sampling approaches. The organizations were chosen 
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firstly through Karlstad’s association record (Karlstad’s föreningsregister). The 

research question is targeting NPOs in general and not specific ones. A lot of 

the NPOs were too small or deemed by the author to not be a good choice of 

examination and were therefore not approached. 

The interviewer deemed some level of requirements were needed to make sure 

that some substance that was relevant to the study would be retrieved from 

the interviews. NPOs that weren’t deemed large enough or seemed “not 

serious” enough by the interviewer were therefore filtered out. The pool of 

candidates within Karlstad was therefore not sufficient and interviews were 

found outside of Karlstad. Firstly, in the home city of the interviewer, 

Uddevalla, and secondly to NPOs that worked nationally. 

The sampling resulted in 11 interviews as requirements for the thesis was 10-

12 interviews and are described in the table below. 

Table 1: Interview and transcription length of the 11 interviews. 

Organization Interview length 

(in minutes) 

Transcription 

length (in words). 

 

1.Svenska 

Esportsförbundet 

44 705  

2.FN-Unionen 

Karlstad 

65 332  

3.Röda Korset 

Karlstad 

35 530  

4.Support Group 

Restad Gård 

43 500  

5.Friskis & 

Svettis Uddevalla 

45 566  

6.Unionen 

Värmland 

40 557  

7.Rädda Barnen 

Karlstad 

45 340  

8.Studenkåren 

Karlstads 

49 450  
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Universitet 

9.Estiem Karlstad 49 302  

10.Estiem 

Karlstad 

51 290  

11.Bunkern 

Studentpub 

55 412  

Total 521 minutes 4987 words  

 

 

3.2.2 Semi-structured interviews 

The purpose of the interviews was to understand the problems that the NPOs 

face and how they would react to the change. These interviews where 

approached in the way that they would have to cover and explain the 

understanding of NPOs and their problems since literature did not give 

sufficient information. 

Specifying the problems and finding them will not always be achieved by 

asking one direct question. Due to the lack of experience of the interviewer, an 

unstructured interview is deemed liable. An understanding of the NPOs as a 

whole and not in specific areas is therefore needed. Semi-structured interviews 

where the interviewer has a list of questions on specific areas (Bryman & Bell 

2011) are therefore chosen as the method of interview to give the interviewer 

both flexibility in the interview but also a frame to make sure all questions are 

covered. 

The interviews would preferably be conducted in person since it makes 

observation possible (Bryman & Bell 2015). This is however not possible due 

to the location of one of the interviewees. Even though consistency and 

standardization of the interviews would be positive to give the interviews the 

same prerequisites, they are not to be compared but rather add to one another.  

After the first two interviews, it was noted by the interviewer that the 

questions didn’t fully correspond with the nature of the organizations which 

the interviewee represented. Questions of value and even customers did not 

give answers that where specific or fruitful in the context of lean 
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implementation. Despite this, the interviewer decided to keep the format of 

the interview but decided to more freely interview the NPOs. For some 

interviews, some questions were already answered and would make the 

conversation repetitive and were avoided to keep the quality of the 

conversation between the interviewer and the interviewee. 

3.3 Analysis 

After recording the interviews, the author transcribed key quotes by the 

interviewee that were important and summarized other key points with his 

own words. Conversations were long and a whole transcript of the interviews 

would not be fruitful. The analysis was done with the task to present a picture 

of NPOs and their problems through the eyes of lean. Therefore, a thematic 

analysis was chosen with the intent to capture what was important in relation 

to the purpose of the study (Gray 2017). The themes that were chosen were 

both data-driven and theory-driven. The interviews were semi-structured, so 

the data answered questions that stemmed from the theory but also gave 

insight into questions that weren’t expected from the theory. The thematic 

analysis was constructed in six steps according to Gray (2017) and were 

performed as following: 

1. Getting familiar with the data. The interviews were listened to more than 

once and then transcribed by the author in tables according to the 32 interview 

questions. Some questions gave forth more in-depth answers while others 

gave simple answers. Thus, patterns begun to arise. These patterns identified 

the more fruitful questions and their relationship to the other questions which 

layed the groundwork for the next steps. 

2. Generating initial codes. The initial codes were chosen according to the 

different areas that were covered in the interviews. The initial codes were very 

generic and not specified but helped separate the different data that was 

gathered through the interviews. Six initial codes were identified. 

3. Searching for themes. The generated codes from step 2 were then divided 

into more general themes. Using the insight from step 1, eight themes that 

better described the areas that the data covered were derived. 

4. Reviewing themes. The number of themes were reduced and then evaluated 

according to how well they describe the gathered data. Some themes were 

later found to not be fruitful but couldn’t be lumped into other themes.  

5. Defining and naming the themes. The themes were clearly defined and 

named, they were not to be to complex and was easily described. There was 

now eight themes that were derived from the data, that properly described the 

areas which the data covered. 

6. Producing the report. With the themes clearly defined, the analysis was done 

with the themes presenting the data as a story. The data in the form of 

important and useful quotes from the themes were used and analysis was 

written around these quotes. 
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The eight themes are defined and used in the in chapter 4. 

3.2 Ethics & Trustworthiness 

To protect the identity of the participants of the study and to have a standard 

of ethics, the interviewees were informed about the study and what it would 

help to contribute to them. They were kept anonymous when the report was 

published. Also, before the interview, it was clearly stated to them that no 

sensitive information was needed and any question they did not want to 

answer could be skipped. This to make sure that the following requirements 

were fulfilled according to Bryman and Bell (2015): 

• No harm to the participants. 

• No lack of informed consent. 

• No invasion of privacy. 

• No deception. 

To examine the trustworthiness of the study it was evaluated through four 

categories; credibility, transferability, dependability and confirmability (Bryman 

& Bell 2015). 

3.2.1 Credibility 

This refers to how believable the findings are. The information that was 

gathered throughout the interviews is not sensitive and can easily be 

confirmed through contacting the respondents again. This was not the 

preferred way. Instead, the thematic categorization of the interviews should’ve 

been submitted to the respondents to establish respondent validation. Since this 

was not done the thesis has a lower credibility and should be considered. 

3.2.2 Transferability 

How well did the findings fit in other contexts? The findings consist of 

qualitative data and is presented as a thick description (Bryman & Bell 2015) 

meaning that it is as detailed in many aspects in its description of NPOs and 

Lean. However, the characteristics of NPOs are very diverse which mean that 

there are organizations that will not fit the description that is given in the 

thesis, thus lowering the transferability. 



33 

3.2.3 Dependability 

The data from the interviews was revisited regularly during the process of the 

study. Both available as the audio files they were recorded in and the 

transcripts of them. Besides the data collection, all files that were related to the 

study, from its beginning, were gathered in an online storage. The conclusions 

that were drawn from the theory were also evaluated by fellow students and 

teachers and with that, assessed. This gives the study a high degree of 

dependability. 

3.2.4 Confirmability 

The method of the study is described in detail which makes it replicable. The 

conclusions are drawn from theory in combination with the findings and the 

author has removed himself from the thesis as much as possible to stay 

objective. Some of the organizations were hard to get an interview with, which 

makes some data not easily available. The information gathered is however not 

sensitive and can be equally acquired in other NPOs.   
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4. Empirics 

This chapter will present the empirics from the interviews using the identified themes. Quotes 

are translated to English by the author as the interviews were done in Swedish. To avoid 

duplication and repetitiveness, the empirics will be presented in a summarized way and will 

be further explained and discussed in the following chapter 5. Analysis. 

The themes are connected is described by the mind-map below. 

 

 
Figure 3. Mind-map over the themes in the thematic analysis. 

 

4.1 Individuals 

The people that were interviewed and worked in the NPO had many 

similarities and possessed common characteristics. One respondent 

summarizes the reason for this as: 

The biggest difference is that a company should make a profit and 

the shareholders push to maximize the profit. This organization 

doesn’t have that focus. One can tell on our personalities, we 

aren’t driven by those kinds of forces. It’s more about individuals 

and helping people. (Respondent) 

The interviewees all seemed to have a sense of importance when it came to 

their job while enjoying the company of their likeminded employees. They did 

not seem to be at work as one respondent explains his attitude towards the 

people within the organization as “We are all really good friends outside the 
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organization as well. This is something that I don’t think exists in any 

workplace”. (Respondent) 

While it is clear that a great atmosphere and relationship between the 

employees exist in an NPO, it also seems to be a double-edged sword. One 

respondent says that while their motto is “Come and be as you are” 

(Respondent), he also tells how he has to make up for a lot of the employees. 

“Sometimes people come ones a week and I have to fix it…You have to be 

very flexible and appreciate whatever they do.” (Respondent). Another 

respondent similarly describes this as: 

There is a lot of freedom with a lot of responsibility. Paid staff and 

volunteers are very different. You can’t have the same demands 

and you have to be very flexible with the employees demands. 

(Respondent) 

This distinction is very clear among the NPOs that have both unpaid and paid 

employees as not all NPOs have a mix of the two. The volunteers are not held 

to the same standard and expectations as the paid employees. 

4.2 Organizational structure 

The size of the organizations and the hierarchical structures with emphasis on 

the leaders and the decision-making processes are further described. 

In relation to size, no notable similarities were noted. There were both small 

organizations down to 30 members while some covered the whole Värmland 

region with tens of thousands of members.  

The internal hierarchal structure was similar in the sense that they all had a 

democratic order within the organization. The presidents and the board were 

democratically chosen, usually on a big annual meeting, by the members. The 

problems with this order was explained by one respondent as: 

Since we also have members that work in other NPOs, we can see 

the problems that often occur. This is a branch problem for the 

non-profit sector. When a board is elected, they do not take into 

account that they are electing employers. They are often not 

suitable employers, they do not have the training and do not know 

what to do. They are elected because they have a big interest in the 

organization and not because they are competent employers. This 

leads to many problems and it is something the NPOs should 
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bring up on their annual meetings to educate their elected leaders. 

(Respondent) 

This quote best defines the leaders of the organizations. While they are the 

people who are passionate about the cause of the organization they are not 

always the most competent without proper leadership education. 

The decision making was done through a fairly similar way across the 

interviewed NPOs. The people that would take a decision was decided by the 

economic impact of it. The higher the economic impact the higher in the 

hierarchical structure the decision would be made. One respondent explains 

the decision-making process as the following in three categories. 

The first type are smaller issues and do not need any attention 

from the board but are quickly discussed in a facebook-chat. The 

second type require some sort of meeting or “mini”-meeting 

where we allocate a person to execute what we decide upon. The 

third type is when we have a bigger problem. This needs multiple 

board meetings where we don’t fully understand the problem and 

have to wait till next meeting to proceed and continue to meet 

until we can address it. (Respondent) 

4.3 Philosophy 

The bigger the NPO the more long-term focus it had. They all seem to strive 

towards long-term sustainability and more impactful goals that needed a 

longer time span to be achieved. Goals such as “To organize, spread and 

develop esports on all levels in Sweden.” (Respondent) or “To provide a place 

for people to express themselves.” (Respondent) are among the goals that 

seemed to commonly be vague and proved further problematic when trying to 

derive measurements to work towards. The smaller organizations that had 

around a couple of hundred members struggled with this due to a problem 

explained by one of the respondents “We are a short-lived organization in the 

sense that the elected only work 1-2 years.” (Respondent) 

While this make it harder for organizations to work toward long-term goals it 

was also a reason for problems within the organization. One respondent 

mentions a problem related to the transition of the board 

The previous board had left us with big problems. They didn’t tax 

properly so we were informed by the government that we have a 

big dept. We had no idea. (Respondent) 
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Which means that not only is it hard to work towards long-term 

goals, a short lived board can be problematic as well. 

4.4 Partners 

This theme aimed to describe the characteristics of the relationships the NPOs 

had with other organizations and companies.  

A big disparity was shown for this theme. Some NPOs worked tightly with 

other organizations while some were more dependent.  One cause for a tight 

collaboration was to avoid duplication.  

Amnesty international, The Swedish church, the red cross work 

towards similar goals. We have national cooperations in Sweden 

but also local tasks that we cooperate with. Depending on the local 

prerequisites, the cooperations differ but we always make sure we 

coordinate to avoid duplication. (Respondent) 

The other humanitarian NPOs answered similarly. “We have regular meetings 

with the red cross, save the children and Support Group to coordinate and 

avoid duplication.” (Respondent) 

Another typical response was that the NPOs collaborated with other partners 

when it was beneficial to their goal. While this is a driving factor for any 

collaboration it however implies that collaborations where short term and did 

not aim to build long term relationships with other organizations and 

companies. “We cooperate with any organization that benefit our customers 

and our goals align.” (Respondent).  

In general, the NPOs collaborated with partners when their goals aligned but 

the bigger NPOs had long term relationships with other organizations to 

coordinate and avoid duplication. 

4.5 Value 

This theme defines the NPOs view on the value that the NPOs provide to 

their customers. 

Value was not well-defined for the NPOs. In many occasions across the 

interviews, talking about value was hard for the respondents and took a lot of 

time to come to an answer. They were not used to using this term and had 

abstract ways of talking about it. The question that the respondents was asked 

was “How do you define the value you provide your customers?”. This gave 
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answers such as “A fruitful student life.” (Respondent) or “Student culture 

value.” (Respondent). These vague values stemmed from the vague goals that 

later proved hard to derive measurements from. One respondent had to skip 

the question that also shows the difficulty in trying to define value.  

One NPO was an exception in the definition of value. “Safety, economic 

support and benefits, education and work conditions.” (Respondent) proved 

easy to derive measurements to work towards. One very interesting interview 

highlighted the possibilities of improvement within this area. After guidance 

from the interviewer one answer transitioned from “Wellbeing” to “Physical 

and mental health of our customers.” (Respondent). Although a very small 

change in definition, it leads to more concrete measurements. The rest of the 

interviews gave similarly vague answers such as knowledge, wellbeing, support 

or a place. 

4.6 Waste 

Wastes were found across the interviewed NPOs. Both in physical form as 

monetary and production but also as information. One respondent of a bigger 

NPO say that “Money disappear when we look for new ways to work” 

(Respondent).  

A big common waste was waiting and unused time. This is explained by one 

respondent as: 

Decision processes take time. Everything needs to be decided with 

the board unless there are delegations that say otherwise. However, 

all big decisions are taken with the board which we meet once a 

month. Since people work without salary you can’t demand to 

have them do things on their spare time. (Respondent) 

More waste in the form of unnecessary movement is noted due to needs of 

travel to meet and discuss with people that aren’t station in the same city for 

the bigger NPOs. One respondent explains this as “There are a lot of travels 

when we are so spread out, but we still need to meet. We meet a lot on skype 

but that isn’t always enough.” (Respondent) 

The main wastes that were identified were overproduction, unnecessary 

transport, unnecessary movement and waiting. 
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4.7 Measurements 

The majority of the NPOs did not measure their goals but still measured the 

economics of the organization. A reason for this is provided by one of the 

respondents as “No. It costs a lot of resources and isn’t prioritized.” 

(Respondent). 

This quote is rather powerful as it explains the mindset of the organization. 

While they can see the value of measurements, they cannot prioritize it and 

find it too costly. Some measurements were derived from the organizational 

goals and the value of the organization. “We measure how many events and 

bookings we have.” (Respondent) that aimed to maximize the amount of 

opportunities where students could gather and have fun. Another interview 

had multiple measurements that were directly connected to the value they 

create. “We measure how many members we enlist, how many trustees we 

have in the workplace, how many collective agreements we have.” 

(Respondent). 

The answers were very polarized. On the other end of the spectrum, it was 

more common for the NPOs to not measure their goals. A common answer 

to the question of measurement was “No, we don’t measure our goals. But we 

do measure our economy.” (Respondent). 

4.8 Virus theory 

This theme is defined as the attitude towards outside ideas that the NPOs had 

and with it, the possible resistance towards them. The name of the theme, 

Virus theory, stems from the literature due to lack of a better name, but is still a 

data driven theme as it gathers information from the data regarding how the 

NPOs approach new ideas and change. 

 The commonality of this resistance was that most new ideas must be 

approved by the elected board. While the majority stated that they were open 

and wanted to try new things, it was clear that the idea needed to come from a 

high place in the hierarchy to have a higher possibility of being implemented. 

The common generic answer to the question regarding the approach towards 

implementing new ideas and change was “We are open to new ideas, but we 

can only implement bigger changes when the board approves it.” 

(Respondent). Similarly, another NPO explain that they can not change too 

much. 
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Some things are controlled by the national organization and can not be changed. We 

can bring in guests and lectures and similar though. When we aim to improve the 

facility, we ask the members what they would like to see. If it doesn’t conflict with 

what the national organization wants, we try and follow it up. (Respondent) 

There are some organization that see change as something essential. 

We are positive towards all changes. I believe that new ideas and 

directions are what makes an organization grow and develop. One 

cannot stand still and do the same things over and over. 

(Respondent) 
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5. Analysis 

This chapter consists of the thematic analysis that leads to the conclusions that constitute the 

answer to the research question. 

The lack of research regarding NPOs lead to an image of these organizations 

from the empirics of the study. This image takes organizations that greatly 

differ into it and will not give a model which fits all NPOs but still aims to be 

generic. However, as understood by the empirics, that is also the case for these 

organizations due to the nature of their regulations. They are diverse in most 

aspects. The researcher draws conclusions that are based in a relatively small 

sample of interviews compared to how many NPOs that exist which is to be 

considered. 

5.1 Individuals 

The most notable difference meeting all the individuals within these 

organizations. Firstly, their interest in helping people. Across multiple 

interviews, the interviewees mention that the biggest difference NPOs and 

companies have is the people that work there.  

The fact that the core values and goals of these organizations aren’t to make a 

profit attracts certain kind of people. People who are more empathic and 

caring. Multiple interviewees also mention that among the big difference is the 

freedom that they have. But what implications does this have? One can clearly 

state that the people within NPOs feel much better working in NPOs than 

companies. They are happier and feel more motivated in their work. They feel 

that they truly are contributing to an important cause where their colleges are 

like minded. This brings forth a sense of comradery within the organization 

which leads to better team work and overall wellbeing of the members. This 

connects very well with what Liker says (2004). With the goal at the center of 

the organization, the members are driven by the same cause. This makes the 

members feel empowered. The other side of this point is that to excel at their 

work, the members must also be excellent. This excellency is not important in 

NPOs. The demand on employees to be efficient and productive isn’t there. 

This however seems to be a double-edged sword. In almost equal extent, the 

interviews that entailed the leaders of an NPOs bring up the issue of difficulty 

to govern their employees. Some of the employees within the organizations 

aren’t salaried and some weren’t under contract. What this brought forth was 

the lack of authority that the leaders had over the unsalaried employees.  
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Liker (2004) state that standardization is the key to improvement of the 

employees. As the interviews support, this standardization is needed for the 

staff. There is no consistency. One could easily say it is fixable by 

implementing standards and demands on the employees. But how is this 

attainable without having too high demands on the unpaid employees?  

Some people come to volunteer for a couple of months. To invest training 

and developing these people costs money and time. It is a problem which 

stems from the nature of volunteer work. Since they work voluntarily and do 

not get paid, it is not economically sustainable for them to work that way 

permanently. This prevents them from developing skills as members and to 

build anything long-term. The higher the demands and standards on the 

employees, the less attractive it becomes for the staff that are there on their 

free time. To educate and develop people to truly understand the philosophy 

of the organization and to motivate them is not lucrative given the short time 

frame the employees usually stay. The NPOs that have paid salaries do not 

have this problem. The theory does not take unpaid employees into account 

when it comes to standardization and motivation.  

The problem of social loafing within NPOs (Chen & Cheng 2016) wasn’t 

observed from the empirical study. This could be a cause of the phenomenon 

not being well known. The results of the phenomenon, a lesser effort from the 

individuals due to working in a group, is instead a result of the fact that they 

are unsalaried. The people work motivated on their own behalf but also under 

their own demands. How comparable the effort is from a paid employee 

working eight hours and someone working voluntarily how much they feel like 

is a question that isn’t obvious. As Chen and Cheng (2016) suggested, some 

sort of reward and penalty system is needed to motivate the employees. Since 

this was only a suggestion and not a conclusion it might not be the appropriate 

way to motivate the employees. Visualization as suggested by Chen and Cheng 

(2016) should be further tested in other NPOs in order to be a confirmed way 

to motivate employees.  

5.2 Organizational structure 

This is where most differences where noticed. As lundén and Lindblad (2011) 

state, NPOs are diverse in all organizational aspects. Since an NPO could 

consist of solely two members, these organizations largely differed in size. 

Questions of how much money that circulate where not asked but could give 

insight and confirm the hypothesis that larger economical organizations 
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demanded a better internal structure. However, more members meant a more 

developed infrastructure within the organization. One common factor was 

that the board almost always consisted of democratically chosen people. The 

same applied for the president. Having the leaders chosen democratically is 

something that seems essential for NPOs. The leaders were chosen for similar 

reasons. They were chosen because they are liked. They motivated the 

members and were good natural leaders. The problem with this is that a good 

leader does not always translate to a good employer in all aspects.  

The leader imbues the organization in all aspects. One could see a clear 

relationship between the leader’s competency and the organizational structure. 

The NPOs where the leaders had education and experience within leadership 

had systems in place to handle information and systems to make sure there 

was enough labour. Most of the leaders of these NPOs placed top left in the 

leadership matrix (Liker 2004) below. 

 
Figure 1. Author’s remodel of the Toyota leadership model (Liker 2004). 

These organizations should either chose more competent leaders or develop 

them. According to Liker (2004), they should invest and grow their leaders. 

Instead of choosing a leader that might be less passionate but more 

competent, they should choose the leader that truly believes in the 

organization and invest in them. While an organization might not be able to 

pay their employees, it is far more likely they have the resources to only 

develop their leaders since it will have the bigger effect on the rest of the 

organization.  
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In most NPOS the way decisions were made was similar and seemed to follow 

a certain pattern: 

The employees within the organization had the means to take and execute 

some of the decisions independently. The decisions that entailed a higher 

economical cost needed approval from the president. Decisions that had a 

bigger economic impact on the organization needed approval from the 

democratically elected board of the organization before it could be 

implemented. The mobility to rapidly respond to customer need which 

Ciucescu (2009) mention was not found in the interviewed organizations. 

Bigger decisions needed to go through the board which they weren’t in 

constant contact with. With decisions that resulted in a smaller economic 

impact, the members however had more freedom.  

According to Liker (2004), decisions should be made slowly but implemented 

quickly. The thought behind this is that problems should be understood 

properly, and different solutions should be presented and evaluated. The 

decisions are taken slowly due to the structure of the organization which 

makes decision-making slow and inefficient and not how the principle intends. 

How to change or adapt to the democratic structure is not defined in Lean and 

is therefore a topic for future research. 

5.3 Philosophy 

In terms of long-philosophy, the bigger the NPOs the more long-term focus 

there seemed to be.  

Many NPOs switched board annually. One can look at the transition from a 

board to the next one and look for improvements there. However, there are 

issues there as well. One cannot assume that the new board share the same 

vision for the organization as the previous one. They cannot be assumed to 

resume the work of the previous board. The prerequisites for long term work 

within these organizations do not exist. 

Long term can be considered relative. If one were too look at long term goals 

for these organization as goals they aimed to achieve towards the end of their 

employment, there is room for improvement. The initial assumption regarding 

NPOs are that they had to take short term decisions to survive and couldn’t 

prioritize long term decisions because of their economic situation. This 

doesn’t describe the reality of these organizations. They mostly work with 

people regarding present situations that is focused directly towards their 
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organizational goals. The typical situations where companies are faced with 

choice of investing or saving at the cost of solving short term problems do not 

apply. 

This further directs future research to address the democratically elected board 

in the sense that it does not fulfil the prerequisites for long-term goals. 

5.4 Partners 

The results from the empirics showed great difference among the NPOs. 

While some worked tightly with sponsor or governmental institutions, some 

barely had any partners at all. One of the NPOs worked together with other 

NPOs because they worked towards the same goal. They would often 

collaborate, but also properly communicate to avoid duplication. The lean 

philosophy states that companies should respect their partners and to keep 

challenging them to grow together (Liker 2004). Those kinds of relationships 

weren’t noticed but showed room for them. Many of the organizations had 

different sponsors at different events. NPOs which nature keep them from 

containing long term relationships do not leave much room to implement this 

lean principle. The NPOs which longer relationships with other organizations 

show potential to implement this principle. 

5.5 Value 

One can say that NPOs are unconsciously applying the principle of value 

(Liker 2004) to some degree. The focus of most companies is to make a profit, 

NPOs do not have this as their goal. The focus of the NPOs is to serve their 

cause that is not a monetary one. The problem that occurs however is that this 

goal is in many cases rather abstract and hard to measure. Physical and mental 

health or public awareness are values that aren’t easily measurable and with 

that harder to work monitor. In many interviews, the question of value was 

left empty. The interviewees were not used to thinking in those terms and 

couldn’t come up with an answer. When an answer was acquired, it was as 

previously said, very abstract and hard to measure. Examples were safety, 

support, health or knowledge. It was observed that having the interviewees 

think in these terms gave them some sort of enlightenment and  ideas that also 

suggest that it would be fruitful to have this clearly defined for the employees. 
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5.6 Waste 

The eight wastes according to Liker (2004) are in a way focused on production 

and physical products. When it comes to services and abstract value that 

circulate in NPOs, one could see information as a replacement to more easily 

draw parallels between wastes in companies and NPOs. 

Since there isn’t any sort of repetitive production, projects and service that are 

provided by the NPOs are different. This leads to overproduction, 

unnecessary transport and unnecessary movement of information (Liker 

2004). Due to the democratic structure of the NPOs, whenever any bigger 

decisions need to be made they must first go through the board.  

This is clearly a waste of time in the form of waiting. It is hard to see any way 

around this due to the democratic structure of the organization. This structure 

seems to be the very essence of these organizations and therefore not easy to 

replace. One could consider that the elected board should be the people that 

do most of the work within the organization instead of the board simply being 

member that make decisions which seem to be the case in most of these 

NPOs. In the same sense that there should be leadership requirements for the 

people to be elected as leaders, their investment and activity within the NPO 

should also be among the requirements. That way, the democracy can be 

preserved while also having a competent board. 

The waste that is unnecessary movement in a production sense can require a 

restructure of the placements of the stations in a factory to minimize the 

unnecessary movement of the employees. One can ask if it really is necessary 

to meet people in person. Is there any medium that would suffice and do 

better than skype or other video calls? Lean doesn’t provide a solution to this 

specific question. If meeting people in person is essential, then it is not a waste 

however and cannot be avoided. This waste was just noted and did not seem 

to be a generic reoccurrence among NPOs. 

As mentioned above, the employees feel freedom within their work and the 

workplace has the prerequisites for creativity to flow. Unused employee 

creativity is therefore not a waste that needs to be addressed within NPOs. 
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5.7 Measurements 

Besides a budget, measurements that are connected to organizational goals 

were only mentioned by one of the interviewees. Some NPOs hade proper 

measuements that were directly connected to their organizational goals and 

fulfill the 3 criteria a measurement should have according to Seddon (2009). 

For most, it wasn’t prioritized and too costly. It was possible to attain 

definitions of value through guidance of the author which show potential for 

NPOs to introduce measurements. But the attitude towards them must 

change. 

This reflects the situation for many of the smaller NPOs face. The thing that 

they prioritize is what is chosen by the elected board. The things that are 

prioritized are the goals of the NPOs. Whether to help people with health or 

knowledge. Improving and making the organization more efficient isn’t 

prioritized. The initial assumption was that this wasn’t prioritized due to 

NPOs being at risk of scrutiny and suspicion if the money isn’t spent well. 

However, the interviewees did not see measurements as a priority. According 

to Seddon (2009), these measurements should replace the goals and are 

therefore essential to both even out the work load so that most of the tasks do 

falls on the leaders of the organizations, but to also make the employees work 

more efficient. Chen and Cheng (2016) suggest visualisation to motivate the 

employees. A purely hypothetical situation where measurements could be 

introduced is provided below. 

An NPO X that works towards improving public health and runs a gym is 

looking to improve. The staff consists of members of which are salaried 

employees and are unpaid employees. Both paid and unpaid employees are 

comfortable and enjoy their work environment as established in the empirics. 

The income consists of monthly membership fee of 100 Swedish crowns (kr) 

and the NPO has 100 members. One of the interviewed NPOs was also a gym 

with thousands of members and a minimum of 200 kr per month 

(www.friskissvettis.se/karlstad). This example is on the extreme low end of the 

number of members and the membership fee. The monthly revenue from the 

fee would be: 

𝑀𝑜𝑛𝑡ℎ𝑙𝑦 𝑟𝑒𝑣𝑒𝑛𝑢𝑒 = 𝑀𝑒𝑚𝑏𝑒𝑟𝑠ℎ𝑖𝑝 𝑓𝑒𝑒 × 𝑁𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑚𝑒𝑚𝑏𝑒𝑟𝑠

= 100 𝑘𝑟/𝑚𝑒𝑚𝑏𝑒𝑟 ∗ 𝑌 𝑚𝑒𝑚𝑏𝑒𝑟𝑠 = 10000 𝑘𝑟 
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A low-end terminal for evaluating customer satisfaction costs around 300 kr 

per month (www.surveystance.com/pricing). This would constitute: 

300 𝑘𝑟/𝑚𝑜𝑛𝑡ℎ

10000 𝑘𝑟/𝑚𝑜𝑛𝑡ℎ
= 0.03 =3 % of monthly revenue. 

Chen and Cheng (2016) states that the lean implementation reduced service 

times to more than half. Visualisation was a big part of that case study, but we 

only assume it only stood for 40 % of the improvement. This gives us: 

50 % × 0.4 = 20% improvement from visualisation. 

This improvement would affect both unpaid and paid employees, thus 

increasing their performance. Increased performance would mean increased 

customer satisfaction which would in turn motivate the employees even 

further. Which means that an investment of only 3 % of the monthly revenue 

for a small NPO could lead to an increase in performance by 20 % in with few 

members and a low membership fee. Of course, there are more variables that 

affect the revenue and the improved performance, this is purely a simplistic 

hypothetical situation.  

This example shows both that measurements are not only cheap, but their 

impact has the potential to be very high relative their costs. There are many 

options that can be considered when it comes to measurements, but this will 

not matter until the attitude of the leaders change. The leaders should 

therefore be convinced to evaluate the potential of implementing 

measurements before it is deemed unnecessary.  

5.8 Virus theory 

To make a model for implementation, Quist and Hellström’s (2012) evaluation 

of the virus-inspired theory was studied. Throughout the entirety of the 

interviews, the questions regarding this topic mostly gave vague or blank 

answers. There was not enough empirics to draw any conclusions. The 

purpose of the questions was to help identify different immunity responses or 

resistances that the model would need to consider when created. Also, to look 

for trends in the translation of ideas. What almost all NPOs had in common 

was that bigger ideas would need to go through the board they could be 

implemented. Almost all NPOs claimed to be open to trying out new ideas but 

they were limited in the sense that they needed approval from the board. 

Derived from H1 (Quist & Hellström, 2012) is that the organization will need 

key roles that push for the implementation of lean as driving factors that 

http://www.surveystance.com/pricing
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should have knowledge of lean or be educated and understand the philosophy 

of it. 

To be able to identify the factors that would affect the adoption of lean in 

NPOs, more empirical data was needed. A longitudinal study that is solely 

focused on answering this research question would be needed. Also, there is 

low possibility that generic conclusions would be drawn for a study like that 

seeing how different these NPOs are.  

5.9 Summary 

The main findings of the thematic analysis are here presented as a summary. 

While the individuals of the NPOs were driven by great cause, they helped 

out in the organization on their spare time. While there was a great 

atmosphere among the volunteers, there was a lack of standardization and 

structure which led to an inefficiency in the outcome of the NPOs. This was 

mirrored in the leaders that the NPOs had. They were often the passionate 

and driven people that had natural leadership characteristics but lacked the 

proper leadership competency that includes the competency of an employer. 

Across the NPOs, a democratic structure was present. This hindered the 

mobility of these organization as any bigger decisions had to align with the 

goals of the elected board. This board would not often meet which made 

decision making a more demanding process and the main reason to why new 

ideas are hard to implement. 

The bigger NPOs had more long-term goals compared to the smaller NPOs. 

However, the prerequisites for long-term goals did not exist as a new board is 

elected regularly, often annually. 

Concepts such as value, waste and measurements aren’t properly 

implemented in NPOs. They are terms that can more or less be implemented 

to focus the work of the NPOs. The problems with concept of value arises 

from the abstract goals of many NPOs. This also the reason to why it was 

hard to derive measurements from these values. Common wastes among 

NPOs are waiting, unnecessary movement, overproduction and unnecessary 

transport.  
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6. Conclusion 

The key assumption regarding NPOs was that they lacked competent leaders. 

This was also highlighted by the CEO of one of the biggest NPOs in Sweden. 

Two reasonable options to address this issue is to either put forth demands on 

the leaders before they are elected or to invest in them through leadership 

education. Liker (2004) states that a leader should truly understand and live the 

philosophy of the organization. The NPOs should therefore chose to educate 

the leaders they have chosen. 

The organizations should revaluate the value they bring to their customers and 

introduce measurements that they work with. They should look at value 

through the customers perspective and derive measurements from these 

values, that often are abstract, into something tangible and that fulfil the 

requirements according to Seddon (2009). The organizations should raise the 

standards on the organizations that they work with rather than simply 

collaborate when their interests collide. 

Further on, they should look at potential wastes. The collected empirics did 

not show many common kinds of wastes beside waiting. This also looked 

seemingly out of their hands to solve since waiting time was often connected 

to other organizations but also within their own organization due to the need 

to confirm things with the board. Two solutions would be to either make sure 

that the board is the active part of the organization that do more than simple 

make decisions. Or to give more power to the members that have first-hand 

knowledge on the situation that the decisions are taken for. Both solutions 

apply the Genchi Genbutsu, principle (Liker 2004). According to Seddon 

(2009) the management must strive to change which suggest the first option. 

Both options have good and bad sides. While it could be harder to change the 

power structure of the organization to give the active members the power to 

exercise activities that could have a high impact on the economic situation of 

the organization, it could be equally hard to have the board change. 

Simultaneously, having demands on any of the unpaid members of the 

organization is problematic. Either case, the decision making should be taken 

by people that understand the situation and bringing forth that point will lead 

to a discussion and a solution that fits the NPO. 

The NPOs need to introduce standardization to be more efficient and to 

reduce wastes. To do so they must be motivated. Whether visualisation (Chen 

& Cheng 2016) is enough remains unanswered and needs further research as 
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to how standardization and demands can be implemented while having the 

employees motivated. Similarly, how to work towards long-term goal when the 

elected board switches regularly should be investigated for possible solutions. 

To implement any new idea, a driving factor is needed that preferably should 

be a board member that has influence on the organization. Generic immune 

responses (Quist & Hellström 2004) to incoming ideas were not identified but 

the general notion that any changes needed to be approved by the board is 

true. 

The research question of the thesis was: 

What are possible solutions and obstacles an NPO face when trying to 

achieve long-term sustainability and proper management through lean 

implementation?  

Possible solutions that already exist within NPOs are that they can already 

look at their values more concretely and derive measurements to work 

towards. They can also become aware of the wastes they have and with that, 

work to reduce them. Other improvements involve problems that the 

organization must address. They must choose to educate their elected leaders. 

They should connect the decision-making process with the actual work, and 

they should assign a driving factor to make all these changes possible. There 

are also tools and principles that need further research before they can be 

implemented. Until then, it will be hard to implement standardization for 

unpaid employees and it will be uncertain to try and implement lean without 

understanding how the democratic nature of the organizations react to new 

ideas.  
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6.1 Final reflection 

Lean is a philosophy that turned a company from going under to becoming 

the leading manufacturer in its industry. It is a philosophy that has changed the 

mindset of reducing costs and maximizing profit to focusing on value and the 

importance of the people. The philosophy has managed to travel into other 

markets and had to change when entering a new one. A philosophy that was 

created by and for a car manufacturing company is now being used in both 

service companies and hospitals within the public sector. NPOs focus on 

things that are often noble. To educate people, to offer medical aid and to 

connect people are among these causes. They are not businesses but 

organizations that selflessly work towards the public, but the nature of these 

organizations bring them trouble which hopefully can be addressed with the 

lean philosophy. 

Besides knowledge of lean, information on lean within NPOs was next to 

non-existent. Primary data to learn and study this connection was needed. 

Eleven semi-structured interviews were performed and a very diverse image of 

NPOs was presented, with some generic characteristics. The one truly 

common factor is that these organizations do not operate for profit. How this 

factor defines the organization could be seen in the environment the people 

worked with but not always in the problems that they had. They work with 

intangible goals where lean aims to make work more tangible. NPOs have a 

democratically elected board that takes decisions while many other volunteers 

do the work. Lean aims to connect decision making with the actual work but 

breaking this democratic board is hard. Implementing standardization that 

volunteers should follow when they come to help out on their free time might 

make them less likely to help out. This is not a small issue when many of these 

organizations have issues employing volunteers. 

The nature of NPOs indicate why there would be a lack of studies in their 

connection with lean. While many lean tools are non-applicable as lean was to 

be applied in service companies, the same applies to NPOs. There is however 

a silver lining. The potential for a direct translation of many tools exist and can 

help improve an NPO. 

6.1.1 Sustainability 

One of the core principles of lean is to continuously improve. This means to 

implement strategies that automate the process of continuous reflection and 
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improvement. While it is meant to ensure economical sustainability, it also 

aims to secure social sustainability in the form of a healthy work environment 

within the organization but also with the parties connected to the organization. 

In the focus of reducing wastes within an organization, the study has also 

fulfilled the criteria of prioritizing environmental sustainability. 

6.2 Managerial implications 

A lot of unanswered questions still exist, and a lot of new research is needed 

until NPOs can implement lean. The author chose this research gap to 

investigate the possibilities and obstacles for lean implementation in NPOs. 

Even though there are still unanswered questions, there is a lot of potential for 

lean and NPOs. While no model is presented as an answer, the direction of 

future research will be provided with hope that this study can be a stepping 

stone for future research. 

6.2.2 Preliminary model 

Of the more generic tools that could help an NPO implement lean and to 

move toward system thinking is one of Seddon’s (2009) models. The model 

could help an organization find problems they did not know about before and 

steer them in a direction of continuous improvement and lean. The key 

conclusions that were drawn in this study can improve Seddon’s (2009) model 

and be used regularly. To have a higher probability of implementation, the 

model should be introduced to the board, the highest hierarchical entity in an 

NPO and preferably be used during regular meetings, perhaps monthly. 

The author suggests that this model could be adjusted and implemented 

without the completion of the research gap that is NPOs and lean. It will act 

as a suggestion from the author for an NPO that wants to implement lean. 

The model is a suggestion from the author after the study and will not 

constitute the answer for the research gap. It will instead act as a preliminary 

model that could be the target for future testing and improvement in research 

to come. The model is presented in Appendix 2. 

6.2.3 Future research 

The preliminary model could be a target for future testing and improvement. 

Also, a case study where more qualitative information is gathered could give 

more insight to the mentioned obstacles in section 6, conclusion, and the 
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possible solutions. Continued research should focus on the following research 

questions: 

 

• How can standardization be implemented in an NPO while still retaining 
unpaid volunteers? 
 

• What are common immunity responses according to the virus theory 
(Quist & Hellström 2012) within NPOs and what is the proper response to 
them? 
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Appendix 1. Interview guide 

Introduktion: 

• Vad heter du? 

• Hur gammal är du?  

• Vad är din roll i organisationen? 

• Hur kom du in i organisationen? Vad fick dig att gå med? 

• Vad har du jobbat med innan, eller vad jobbar du med om du är med i 

organisationen vid sidan av? 

• Vad för ledarskapserfarenheter har du? 

Om er organisation. 

• Vad skiljer er från andra föreningar/företag?  

• Hur skulle du beskriva er organisation för någon som inte vet om den? 

• Hur manga medlemmar är med i er organisation? 

• Vad är vanliga uppgifter ni håller på med i organisationen? 

• Vad är era organisationsmål? 

• Vilka är era kunder? Vilka jobbar ni för? 

Styrning: 

• Hur definierar ni det värdet ni försöker skapa för era kunder? 

• Mäter ni era mål och isåfall hur? 

• Vad för slöserier har ni? Flaskhalsar? Onödiga processer? Slösad tid? 

• Vad för sorts problem stöter ni ofta på inom organisationen? 

• Hur går ni tillväga när ni stöter på problem? Ekonomiska? Oväntade händelser? 

• Hur tas beslut i organisationen och hur prioriterar dessa? Vilka är med och 

bestämmer? 

• Hur implementeras besluten? 

• Hur är samarbetena med era partners? 

Virus: 

• Hur skulle du beskriva erat synsätt på nya idéer att implementera i er 

organisation? Är ni konservativa i erat tillvägagångssätt eller öppna för 

förändring? 

• Har ni någon gång gått utanför er ”comfort zone” som organisation? Berätta! 

Avslutningsvis: 

• Vad tycker du själv ni behöver jobba på för att bli en bättre organisation? 

• Vad för tips skulle du ge till en ideell förening som du tror de inte använder sig 

av? 

• Har du något mer du skulle vilja lägga till? 

 

Some of the questions that in hindsight were not relevant are removed from the interview 

guide since they did not add to the purpose of the study.  
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Appendix 2. Authors suggested model. 

• What is our organizational goal/purpose? 

• How must we change to better achieve this purpose? 

A driving factor must be introduced. Someone with a key role within the 

organization must be given the task to push this change within the 

organization to make sure lean is implemented properly through a proper 

understanding of it. 

• Who are our customers? 

The people who receive or benefit from the actions and services we want to 

perform.  

• What is the value we provide? 

The value directly from our customers perspective. 

• What do we do put resources in our organization that isn’t value to our 
customer that we can reduce? 

What are our wastes according to the 8s that we can minimize to maximize the 

value? 

• Who should our leaders be? 

We should secure leaders that have proper leadership competence or educate 

and invest in them as they play a key role in our organization’s performance. 

• How should we manage our employees? 

We should introduce standardization while keeping our employees motivated 

to maximize the efficiency and consistency of our performance. 

• How do we take decisions? 

We should have decision making not be separated from the people who have 

first-hand knowledge on the situation the decisions are about to make sure we 

take good decisions. We should take decisions that benefit our organization in 

the long term rather than benefit short term situations. 

• When we come across a problem how do we solve it? 

We should use the break-fix model. 

Customer demand > understand the problem > come to a solution > react 

and solve the issue. 
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After these questions are discussed and a driving factor is identified, the 

organization should continue with a regular protocol of council meeting in the 

form of Seddon’s model to move towards a system thinking. 

Step 1. Evaluation phase 

Redefine the organization and ask the following questions: 

• What is our goal/purpose? 

• How does the demand of the customer look? 

• How do we work to achieve this value and why? 

Step 2. Planning phase 

• What must change in order to improve performance towards our purpose? 

• What arrangements must be taken and what consequences can we expect from 
them? 

• Which measurements are to be changed? 

These measurements should: 

7. Help understand and improve the situation. 

8. Be connected to a purpose or value. 

9. Be integrated within the actual work. 

Step 3. Act Phase 

Carry out step 2. Then return to step 1 in the next meeting. 





 

  


