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Abstract

Several enterprises have tried to introduce the lean approach in order to enhance competitive-
ness. However, the only successful ones were the companies which understood that lean is not
only about methods and tools, but the people using them: employees. The only way an enterprise
can become a lean organisation is if all of its members deeply identify with the organisation’s
principles, which is then manifested in all decisions and actions of the organisation. The aim of
this study is to present the practical use of the lean approach in the Nyiregyhaza plant of LEGO.
Based on the questionnaire results and our observations, we present the current situation of
LEGO in accordance with the same points and compare it to an ideal situation. We then make

improvement recommendations in all cases when negative changes were observed.
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1. INTRODUCTION

Constant competition and a profit focus urge enterprises to strive for the best performance at low
costs, which can be achieved if they eliminate their losses, spare time and spare resources, and
constantly evolve to meet the changing marketplace. This ordinary but still great idea is the basis
of one of the most popular enterprise management strategies: the lean approach. The outstanding
character of this approach lies in its simplicity, since this strategy concerns finding the shortest way
and eliminating all barriers from it. Although this way of thinking is totally logical and rational,
most enterprises are unable to establish a lean organisation because they wrongly consider lean to
be a complex combination of methods and tools.

The elimination of waste is the goal of lean production with the focus upon improving the flow
of work. Lean production is an efficient method that improves quality and reduce production time
and cost (Mi Dahlgaard-Park & Pettersen, 2009; Pakdil & Leonard, 2014). Lean production, then,
calls for the application of skills that are not required or are less prominent in traditional mass
production, including technical skills and the ‘soft skills’ associated with greater teamworking and
interpersonal communication. According to Sterling and Boxall, “a successful transition to lean
ways of working hinges on whether workers will learn and apply the relevant skills” (Sterling &
Boxall, 2013).

Many studies show that employees are the most important resource any organization has, and the
competitive advantage gained through human capital is invaluable. Hence, organizations should
aim at harnessing their employees, as they are important assets for success (D. N. S. Kumar &
Shekhar, 2012).
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The primary goal of this article is to present the current state of behavioural structures that in-
dicate the motivational level within an organization. Furthermore, our study will assess the level
of motivation of the employees of LEGO Manufacturing Ltd.’s (LEGO?’s) Nyiregyhaza plant
towards the lean attitude, as well as to find the factors which affect this motivation. Finally, we
will make recommendations as to how it would be possible to improve the culture on which the
use of lean attitude was analysed. Our additional goal is to provide a research topic for similar

organizations.

The role and significance of the lean approach were shown by many studies (Schonberger, 2007,
Liker, 2008; Bicheno & Holweg, 2009; Womack & Jones, 2009; Monden, 2012; Myerson, 2012).
In the case of the examined enterprise, the lean approach constitutes a fundamental part of eve-
ryday work, with its elements present in all rooms, corridors, on the walls, as well as in ongoing
processes, standards, all indications and inscriptions. However, the approach of employees is
imperceptible to the eye. We think that the most important part of introducing and using lean is
for everyone in the organisation to understand this approach, recognise its benefits and be able

to act in its spirit during everyday work.

2. LITERATURE REVIEWS

If lean thinking enchants someone, it will affect not only their work performance but all their
activities, decision making processes and perceptions. The following section summarises the
main areas where the peculiarities of lean culture appear most often; therefore, they were taken

into consideration when putting together our questionnaire.

2.1 Employees’ background knowledge

Kochan et al. (1997) asserted that it was essential to consider lean production as a package, includ-
ing human resources. Good human resource practices improve knowledge capture, which can then
be exploited for firm benefit as a competitive advantage (Pfeffer, 1994; Appelbaum 2000; Way,
2002). The ability to perform is an obvious starting point, including an improved selection of work-
ers (Forza, 1996) or, more commonly, better training of the existing workforce. Training is a com-
munication activity that may lead to the acquisition of information and/or a change in attitudes or

behaviour, but none of this is certain learning requires participation and understanding.

Training often involves passive participation, while learning requires active participation and un-
derstanding leading to changed attitudes or behaviour (Illeris, 2010). It is especially important in a
lean organisation for workers not only to simply perform the selected tasks, but also to understand
the purpose and to know the background of the work they do. In this case, background knowledge
covers not only the previously attained encyclopaedic knowledge, but also the skills workers obtain
from their superiors and co-workers, as well as the know-how they are provided in practice at their

workplaces.

2.2 Commitment

Various perceptions that indicate high employee loyalty are - a) Employee dedication of employer
interest (Solomon, 1992), b) Contribution to the company’s success more than requiredy (Mow-
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day et al., 1982), ¢) Unselfish behaviour (Laabs, 1996)) Reciprocal, i.e., loyalty cannot be expected
without reciprocity (Solomon, 1992). So in short, employee loyalty is more than just tenure with
the same organization. Loyalty is a two way street. If a company wants its employees to be loyal,
they must earn it by creating a stable and challenging workplace of mutual respect. A new defini-
tion of loyalty is required on regular collaboration between management and employees (D. N.
S. Kumar & Shekhar, 2012). Commitment is the keystone of performance and all development
and improvement efforts, as it is nothing else than strongly believing in something and also
making efforts to achieve that specific thing, If workers do not believe in their promises made to
customers, do not agree with the objectives of the enterprise and cannot identify with the values
represented by the enterprise, it is very difficult to make them motivated in work and constant
development. Loyalty and commitment are affected by numerous conscious or subconscious fac-
tors. In a lean organisation, employees are grateful to the enterprise for training them, providing

subsistence to them and appreciating their work.

2.3 Motivation

Blumberg and Pringle (1982) pointed out that employees abilities and motivations are subject to
a work context, which can be more or less enabling. To perform well, employees need resources,
such as information and technology, and their potential is limited by the extent to which others,
including supervisors and co-workers, are supportive. It is now widely accepted that employee
ability, motivation and opportunity are an inevitable set of mediators in any model of HRM
(Boxall & Purcell, 2011). Empowerment and employee development are key to the high-per-
formance work practices that are necessary for lean implementation (Lawler III, 1986; Huselid,
1995). Empowerment outcomes include more productive and more flexible employees (Hack-
man & Oldham, 1976); proactivity and self-initiating attitudes among individuals and teams
(Frese et al., 1996; Parker et al., 2000); reductions in control costs (Batt, 2001; Patker et al., 20006);
and development and use of knowledge and skills, mostly due to the trust building required in
empowerment (Leach et al., 2003). Teamwork is important in lean efforts, particularly because
it provides knowledge sharing opportunities (MacDuffie, 1995; Birdi et al., 2008). The existence
of multifunctional teams is considered to be an indicator in the lean implementation efforts by
many researchers. Cross-functional teams reduce supervision costs, allow interdependent tasks
to be completed and require knowledge sharing (Orsburn & Moran, 1999; Allen & Hecht, 2004;
Leach et al., 2005). A critical element in lean production is the use of work teams (Nufiez &
Babson, 1998).

Basically, motivation is related to commitment. However, it would be wrong to assume that
there are no other factors which contribute to being motivated in development and in all areas
of performing work. The enterprise, lean thinking and commitment to the team only represent
a perfect basis for establishing real motivation. In a real lean organisation, employees strive to
perform their work perfectly, they constantly look for development opportunities they are not
afraid to reveal their ideas to the public. The organisation and work environment should sup-
port and motivate workers in this endeavour and they should acknowledge and develop them by

providing constant feedback.




2.4 Co-worker relations

The cementing force which exists between the members of a team, thereby keeping the team to-
gether, is one of the most important characteristics of a lean organisation. The basis of this force
is trust and agreement. There is a multitude of definitions of trust in technical literature, but all
of these originate from two approaches: belief-based (N. Kumar, 1996; Doney et al., 1998), and
risk-based trust (Barney & Hansen, 1994; Mayer et al., 1995; Das & Teng, 1998). Trust exists
when a firm believes its partner is being honest and benevolent (N. Kumar et al., 1995). Furthet-
more, trust can significantly contribute to the long-term stability of a supply chain (Handfield &
Bechtel, 2002; Kwon & Suh, 2005).

Fukuyama (1995) defines trust as the expectation of regular, upright and cooperation-ready atti-
tude, which a community can expect from its members within the community based on common
standards. In international technical literature sources, trust was defined by several authors as a
belief in deeds. Muller et al. (2003) describe trust as the experience obtained by him, individu-
als or communities during their lives as a result of direct experience. Covey and Merrill (2011)
pointed out that there was a significant, direct and undisputable relationship between low trust
level, low speed and high costs, while there is also a significant, direct, measurable and undeni-

able relationship between high trust level, high speed, low costs and increased value.

In alean organisation, there is no rivalling and no comparison between co-workers and depart-
ments. They all know that there is a common goal and each employee and head of each depart-
ment works on reaching this goal. Managers do not abuse their powers because they know that it
is their obligation to provide guidance, to represent their employees, as well as to develop them.
Ideally, managers and their employees are on familiar terms with each other and work together

as a team by exploiting each other’s strengths.

2.5 Problem solving

In the ordinary sense of the word, solving a problem means that actions are made in order to
make something work, which otherwise would not work. Lean thinking does not support repair-
ing; therefore, the goal is to avoid the repeated emergence of problems in the same location or
in other equipment or processes. The key is to reveal the source of a problem. A lean organisa-
tion starts to explore the root causes immediately, establishes a team to investigate the issue
and never looks for the mistake of particular people, but the solution will be incorporated in
all possible areas in order to avoid the repeated occurrence of the problem. According to Ohno
(2013), the pioneer of lean thinking, it is impossible to know whether there is any problem in the
organisation’s processes or whether there was any development within the organisation before
the condition accepted by each employee is clarified. In case of problem solving, it is essential
to know what needs to be repaired or improved and how it is possible to return to the normal
state. In parallel with this, before making and developing, it is necessary to know where the or-
ganisation started out from in order to realise this development. Liker (2008) also supports this
approach. If various forms of a process are used at the same time, it is impossible to propetly
develop the process without standardising it. In the course of solving a problem, it is important
to consider the approach of (Deming, 2000), i.e., the overwhelming majority of problems root

in the flaws of the system or the standards and not human errors. Searching for scapegoats is
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something that should be avoided (Aguayo, 1991). If the problem can not be solved on the basis
of the currently available knowledge and standards, then it clearly belongs to the second group
of problems. These are the problems that causes are known, but the method of elimination is
unknown. In these cases, PDCA cycles are used. The PDCA cycle is an acronym made up from
the initials of its steps (Plan — Do — Check — Act). According to Bicheno and Holweg (2009),
PDCA is a problem-solving and development cycle and it is an important part of the basis of PPS
(Practical Problem Solving).

3. RESEARCH METHODOLOGY

3.1 Questionnaire design

The aim of our research is to examine the background of lean thinking (employees’ background
knowledge, commitment, co-worker relations, motivation, problem solving and work environ-
ment). We decided to perform a questionnaire survey to implement this research project. The
questionnaire was put together based on the basic questions and the related interviews made by us.
Three interviews were made with employees supporting production. The finalised questionnaire
consists of 49 questions, including four demographic questions and one feedback opportunity
related to the questionnaire. The research population involved middle management, specialists,
physical and office workers of the Nyiregyhaza plant of LEGO. Altogether, the questionnaire
was filled out by 95 people, representing nine different fields including material flow, planning
and production and four different positions (from physical workers to top management). The
examined sample can not be considered to be representative. The aim of this questionnaire is to
obtain the most possible relevant information about the habits, approaches and expectations of
LEGO employees within the framework of the above mentioned categories (employees’ back-
ground knowledge, commitment, co-worker relations, motivation, problem solving and work
environment). In addition, it was intended to identify the factors which affect these examined
elements; thereby making recommendations in relation to how they could be improved. The
basic questions served as a framework for establishing the questionnaire. Each main field can be
characterised by two or three questions from which other questions can be derived subsequently.

The following basic questions were formulated in each research field:

Employees’ background knowledge: How well do employees know their work environment
and the activity and fundamental principles of LEGO? To what extent ate they aware of the
short- and long-term objectives of the enterprise? How much are they aware of lean thinking

and its relevant methods?

Commitment: To what degree do you sympathise with LEGO as a brand name? To what extent
do you agree with the principles of lean thinking? Do you consider LEGO to be a transitional

or permanent workplace?

Motivation: How often do you suggest ideas? What motivates you to suggest ideas? What kind

of incentive system would make you even more motivated?

Co-worker relations: How much do you trust your co-workers and managers? Do you get
proper support from your colleagues and managers? Are you happy to provide support to other

employees? Do you feel appreciated?
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Problem solving: Do you devote enough time to solve a problem? Do you share your achieve-

ments with others? How thorough of a problem solver are you?

We calculated different statistical indexes: percentage, mean, standard deviation, standard error
of mean as the indexes of the descriptive statistics. We used different statistical tests: Levene’s
Test for Equality of Variances, Two-independent T-test for Equality of Means, Spearman’s rho
(as a non-parametric correlation index) to analyse the rank correlation between the ordinal vari-
ables. The significance level of 5 % was applied by using the statistical software SPSS 23.0 for
verification of the existence of statistically significant dependences and differences between the
selected factors or means. If the calculated p-value was lower than 5%, the null hypothesis was
rejected, and the alternative hypothesis was adopted.

4. RESULTS

4.1 Employees’ background knowledge

The practical and theoretical skills of employees play an important role from the aspect of both
quality work and constant development. The knowledge which is indispensable for performing
the assigned work is of the highest priority. This fundamental knowledge covers the processes
and process steps which constitute everyday work of employees, as well as the use of tools needed
for these tasks. As a matter of course, LEGO’s purpose is not only for their workers to be able to
perform their basic duties, but also to perform them in the most efficient way and the best pos-
sible quality. The next level is to attain the knowledge which contributes to performing work by
making it easier, faster and simpler. This knowledge could also be called ,,routine”. In LEGO’s
set of values, there is only one thing more important than quality, and this is safety. For this rea-
son, training of safe work and requiring safe work to the highest extent are of the highest priority.
This fact is also shown in the results of the questionnaire, part related to the knowledge obtained
in various fields. The interviewed employees had to rate their skills in six fields on a scale from 1

to 5, depending on how much they are aware of the expectations of the field (Tab. 1).

Tab. 1 — Descriptive statistics of questions focused on the knowledge of workers. Source:
Authot’s Own

. Number of Standard Standard
Time Mean o
respondents Deviation | Error of Mean

1.00 13 4.385 0.6504 0.1804
The history of LEGO

2.00 82 4.500 0.7244 0.0800
The mission and objec- 1.00 13 4.462 0.6602 0.1831
tives of LEGO 2.00 82 4.675 0.5460 0.0610
Layout of the plant, 1.00 13 4.000 0.8165 0.2265
location of rooms 2.00 82 4.317 0.7516 0.0830
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Dutics of other depart- | 100 13 3.692 0.6304 0.1748

ments 2.00 82 3.988 0.7453 0.0823
Safety and environ-

mental protection 1.00 13 4.769 0.4385 0.1216
regulations referring to 2.00 82 4.671 0.6097 0.0673
performance work

Hierarchical relations 1.00 13 4.154 0.8987 0.2493
between employees 2.00 82 4.598 0.5635 0.0622

1.00: working at the LEGO equal or shorter than 1 year

2.00: working at the LEGO more than 1 year

There was no statistically significant difference between the means of ,,The history of LEGO”
variable in two different groups of working time (F=0.74 P=0.71; t-value=0.54 df=93 P=0.59).
Analyzing the other variables, we could not find significant differences between the means of
two working time categories (P=0.77 — 0.58). It can be concluded from the obtained results that
safety and environmental protection regulations had the highest rating, which is not only due to
the safety policy of LEGO, but also due to the instinctive human efforts related to meeting indi-
vidual safety needs. Knowing the company’s objectives had the second highest rating due to the
communication of LEGO and its management. This finding indicates the third knowledge level:
the knowledge which supports development. All activities, processes, short-term objectives and
development efforts point to one direction: towards long-term objectives. For this reason, it is
necessary for employees at all hierarchical levels to be aware of these objectives. In addition, it
turned out from the performed comparison that employees who are aware of LEGO’s mission

and objectives consider themselves to be more successful in working (Fig. 1).
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extent

Fig. 1 - Correlation between knowing LEGO’s objectives and individnal successfulness. Source: Author’s Own

The results show that the examined sample adequately know the short- and long-term objectives
of the enterprise, as well as the prescriptions and expectations related to their work. Based on our

observations, there is still room for development for this organisation in terms of lean knowl-

| 99



edge. Since lean is a way of thinking, the extent of attaining this knowledge could be examined
by means of long situation tests only. The knowledge of methods and tools could be measured
somewhat more easily, even with simple tests of workers. However, this measurement is irrel-
evant from the aspect of workers, since not all of them need to possess this knowledge in order
to perform their work correctly. Based on the questionnaire, it is interesting to note that 10% of
respondents state that they did not receive lean training and another 10% think that the train-
ing they received was not satisfactory. This result was also obtained from a different question in
which 85% of respondents clearly state that they are aware of the lean principles, concepts and
methods and 15% of them know the parts related to their work only. Considering the fact that
lean thinking is a global approach, these employees most probably mean methods and tools, such
as 5S or Total Productive Maintenance by “parts related to their work”. If this is true, only 70%
of respondents stated that they knew lean thinking thoroughly. This finding shows an especially
significant difference from the ideally expectable 100%.

4.2 Commitment

The basis of commitment is agreement and sympathy. In order for employees to make voluntary
efforts for LEGO in addition to their obligations, the enterprise first needs to earn its employ-
ees’ respect, trust and honour. Based on the questionnaire and our observations, it was con-
cluded that general respondents basically like LEGO as a workplace and also as a brandname.
When respondents were asked how much they liked to work at the enterprise, 50% responded
that they especially liked to work there. It is worth mentioning that those who had previously
worked at other large enterprises tend to prefer working at LEGO more than those without any
preliminary work experience at large enterprises. This finding is also shown by the fact that the
respondents who are completely aware of LEGO’s history also prefer to work at the company.
This latter finding is also shown by surprising responses to the question about the ideal incentive
provided to employees in exchange of their ideas. 70% of those who would be happy to receive
some tangible gift as LEGO products or tickets to purchase LEGO products as ideal incentives
for their ideas.

4.2.1 Lean commitment

It was concluded that the respondents of LEGO are committed to LEGO and its mission. How-
ever, the commitment to lean thinking and the commitment to the enterprise can not be merged
and can not be put under the same heading. The former concept encourages employees to help
and support LEGO in any possible way, while the latter concept urges them to act in accordance
with lean thinking. However, there is an important link between the two: commitment to the
enterprise is the fundamental condition of lean commitment. Lean thinking results in success,
decreasing loss and development of the enterprise. Why would anyone be determined to work
in accordance with lean thinking if their objective was not to help the enterprise? It is a positive
aspect that the questioned employees tend to see the principles of lean thinking as a positive
thing, with the exception of 9% of respondents.

When respondents were asked whether they would run an own business in accordance with lean

thinking, we were given completely different responses. Despite the fact that nearly everyone
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considers lean thinking to be a great thing, 50% of respondents would introduce it in their own
business, while 47% would use only specific parts. This result is especially interesting because
all principles and methods of lean are built on the principles which were emphasised by these
respondents when defining the meaning of lean thinking. They described this philosophy with
the same characteristics (simplification, transpatrency, reducing losses, development, efficiency,
creativity, safety, quality and value focus). As it can be seen, there are only positive characteristics
of lean thinking, however, still not everyone would introduce this system. It can be concluded
that respondents consider the tools and activities which the enterprise and the management re-
quests from them without explaining the reason to be an unfavourable side of lean thinking. It is
obvious that LEGO is constantly working on making employees understand lean thinking and
all of its individually relevant methods to the highest possible extent. One of the most divisive
questions referred to whether employees experience the benefits of lean thinking in the course
of their everyday work (Tab. 2).

Tab. 2 — Relationship between the employees’ lean proficiency and how they imagine their
workplace without 5S. Source: Author’s Own

Workplace without 5S | Lean proficiency
Correlation
. 1 0.347+%
Wortkplace Coefficient
£ | without 58 Sig. (2-tailed) 0.001
' N 94 92
<
g Correlation
S . 0.347+* 1
& Lean Coefficient
proficiency Sig. (2-tailed) 0.001
N 92 93

** Correlation is significant at the 0.001 level (2-tailed).

The Spearman’s rho correlation coefficient shows a weak moderate relationship between ,,Work-
place without 58” and ,,L.ean proficiency” (p=0.347 P=0.001). We think that these findings
mostly root in the lack of lean knowledge instead of the lack of lean tools. 5S, visualisation,
outstanding safety, transparent processes as well as regular and quick information exchange are
enough to respond “most of the time”. Also, the currently operated systems and processes are
probably the former products of constant development. It is assumed that the opinions of these
employees would change if they were more acquainted with the results of using the lean philoso-
phy in the case of examined enterprise. However, the only work environment-related lean tool
employees are aware of 58. It turned out from the questionnaire that 58S is relatively popular, giv-
en that it was rated to be 6.17 on a scale from 1 to 7 which measures the level of agreement with
the method. As a matter, of course, there were respondents who prefer this method less than
others, but it is a good sign that neatly half of them consider it to be indispensable during work.
It is also a positive factor that 96% would stop and pick up trash in the plant even if they found
it outside of the area supervised by them. The next question referred to how employees would

imagine a situation in which 58 is not obligatory. The received responses led us to various con-
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clusions. Although we know that the questioned employees agree with the principles of 55, more
than half of them think that it would not be a problem if 58 was not mandatory. Furthermore,
one fifth of respondents think that they would still have clean and ordered work environment. It
can be concluded that the questioned employees support clean and ordered work environment,
but they do not consider the lack of such conditions to be a potential threat and a source of bar-
riers to performing work performance. According to the other approach, it was concluded that
the lack of commitment does not equal the lack of 5S, since the members of a lean organisation
would conform to lean principles and perform the tasks needed for sustaining the system even
by themselves. Altogether, the level of commitment to the enterprise can be considered high, but

too few people agree with the use of lean compared to an ideal situation.

4.3 Motivation

Motivation is not the same as commitment. Although commitment has a significant encourag-
ing effect towards something, motivation consists of many more factors than this. In accordance
with a widely accepted concept, the work and development motivation and satisfaction level of
workers are basically affected by three factors: the meaning of work, responsibility for work and
knowing the results of the performed work. Workers do not prefer to perform tasks that they do
not know why these are necessary to perform. In cases like this, they might doubt the necessity
of the work and think that their work is pointless. In addition, how could they be committed
to a goal they do not know? The survey results show that 42 % of the questioned employees are

completely aware of the set goals, 56 % are mostly aware, and 2 % is not aware at all.

For this reason, it is of primary significance to know the expected results of work or develop-
ment. Unfortunately, this can not always be provided at LEGO, as there are several rules and
prescriptions in the field of lean which are unclear. In several cases, employees asked questions,
such as “Why does everything need to be indicated?”, “Why does everything in the warchouse
have to be sparkling clean?”, or “Why is it necessary to report observation even if I did not find
any?” It was observed that the questioned employees are not always sure about why some of their

obligations are important due to the lack of proper communication.

The second factor is the sense of responsibility. Workers perform better if they have a bigger
sense of responsibility. This situation can be achieved relatively easily. The only thing to be done
is to leave more decisions to employees, thereby providing more room for performing their work,
while appointing people responsible for each task. This method is even more effective if the task
is of a greater importance and it calls for a unique solution and creativity. Often times, workers
are capable of much more than what their superiors think of them; therefore, it would be favour-
able from multiple aspects if they provided more power and responsibility to their employees,
depending on their abilities. First of all, they could be motivated to work. Secondly, decisions
could be made quicker and on the spot. Thirdly, the manager would have more time and energy
to perform other tasks. This type of delegation of power is called empowerment, an outstand-
ing example of which is provided by Covey (2004) about the positive transformation of cleaning
staff’s way of thinking. According to this example, the manager of the cleaning staff managed to
make his employees perform their — otherwise not too high standard — work with commitment

and enthusiasm by extending the range of their job duties.
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4.3.1 Demotivational factors in the idea program

Motivation can be easily detected by examining employees’ ideas. Everyone is free to submit
ideas to the idea program anytime, and LEGO constantly encourages its employees to do so.
Consequently, the number of submitted ideas really only depends on employees’ motivation and
innovation abilities. However, there are still too few ideas compared to what is expected. In our
opinion, workers in a busy plant such as the Nyiregyhdza plant of LEGO should come up with at
least one development idea per day, even if it covers nothing else than moving a desk to another
position or painting a line on the floor. Despite all this, the majority of the respondents do not

submit any ideas either in a day, week or month, but only a few times per year.

Based on different reports, it was concluded that the reason for the lack of idea submission was
the disappointment from the idea judgement and evaluation system. It is the most demotiva-
tional if someone’s idea is rejected and the person is not informed why. In such cases, workers
think that they might not have been understood and wish they would also have been asked when
their idea was evaluated. A good idea makes the employee proud and he/she likes to talk about it
with his/her co-wotkers and would like to talk about it with the management, if it was possible

to do so.

Tab. 3 - Factors motivating workers to submit ideas in the order of importance. Source: Au-

thot’s Own

Recog- | Recog-
nition nition | Making Im- Sup- Reward
bymy | bymy | work | proving | porting | for the
superi- co- easier | safety | LEGO | idea
ors workers
L | Comrelation |y 00 | gs3er | 230¢ | 202 | 406t | 331%
Recogni- Coefficient ' ' ' ' ' ’
tion by my - -
. Sig. (2-tailed) .000 .026 .052 .000 .001
supetiors
N 93 93 93 93 93 93
| Comrelation 1 gone | 1000 | 244¢ | 102 | 335¢¢ | 208+
Recogni- Coefficient ' ' ’ ’ ’ ’
o | tion by my [—; .
< Sig. (2-tailed) .000 .019 .066 .001 .046
o | co-workets
"g N 93 93 93 93 93 93
g Correlation
g . .230% 244% 1.000 SATRR | 382k .005
o Making Coefficient
work easier | Sig. (2-tailed) .026 .019 .000 .000 965
N 93 93 93 93 93 93
Correlation
. 202 192 547k 1.000 506+ 162
Improving Coefficient
safety Sig. (2-tailed) .052 .066 .000 .000 121
N 93 93 93 93 93 93
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Correlation

. A00FF | 335K | 382%F | 506%F 1.000 D7 H
Supporting | Coefficient

{Ej LEGO Sig. (2-tailed) .000 .001 .000 .000 .009
g N 93 93 93 93 93 93
é Correlation
s . 331k .208* .005 162 2771+ 1.000
S Reward for | Coefficient
theidea | Sig. (2-tailed) .001 .046 965 121 .009
N 93 93 93 93 93 93

** Correlation is significant at the 0.01 level (2-tailed).

* Correlation is significant at the 0.05 level (2-tailed).

The Spearman’s rho correlation coefficient (Tab. 3) shows a very strong relationship between
“recognition by my superiors” and “recognition by my co-workers” (¢=0.853 P<0.007), a mod-
erate relationship between “recognition by my superiors” and “supporting Lego” (p=0.406
P<0.007), a strong moderate relationship between “supporting LEGO” and “improve safety”
(0=0.547 P<0.007), a weak moderate relationship between “making work easier” and “sup-
porting LEGO” (9=0.382 P<0.007) and shows a moderate relationship between “improve
safety” and “supporting LEGO” (p=0.506 P<0.007). It was established during this study that if
individual development and a nice work environment were among the examined aspects, they
would be rated between recognition and reward in accordance with Maslow’s pyramid. The ob-
tained findings are well supplemented by the two facts that 89% of respondents would submit
ideas that do not directly affect their work and 99% would submit ideas even if no reward was
provided in exchange. However, many respondents said that they would prefer more recognition

and public praise whenever it is deserved.

4.4 Co-worker relations

The cementing force which exists between the members of a team, thereby keeping the team
together, is one of the most important characteristics of a lean organisation. The basis of this
force is trust and agreement. Team members support and develop each other, and both managers
and workers are considered to be equally important employees. Based on the answers provided
by the respondents, there is no significant difference between trust in managers and workers
(workers: 5.56, managers: 5.63). The responses are not unanimous, as there are both distrustful
respondents and those who are completely trusting. It was concluded that the questioned em-
ployees respect each other and cooperate with each other despite the fact that sometimes there is

friction between various departments, mostly due to a lack of communication.

The helpfulness between workers is well-demonstrated by the finding that 98% of them are hap-
py to help their co-workers from a different department, if they request it. The results of asking
for help were rather differentiated. 37% of respondents had absolutely no problems asking their
superiors for help, 54% would disturb them only in the case of major issues, while 9% try to solve
the problem differently. This could be either due to politeness or distrust, however, we assume
that, in many cases, managers can help only later, since they tend to be busy. There are various

definitions of an ideal manager. From the aspect of lean thinking, ideal managers do not stand
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above the team, but they are part of the team and show the right direction, and they constantly

develop their employees, while recognising, rewarding and motivating them.

4.5 Problem solving

It is the basic rule of problem solving in lean thinking that problems not only have to be solved,
but their repeated occurrence also has to be prevented. Based on the related questions on the
questionnaire, it was concluded that the workers of LEGO are aware of this principle and they

also use it correctly in their work.

5. CONCLUSION

The following conclusions were drawn based on the examined sample, which does not represent
the whole population of the LEGO Manufacturing LTD of Nyiregyhaza.

Employees’ background knowledge

Employees do not really experience the benefits of lean thinking in order to enhance competi-
tiveness during their work because they do not know that the positive factors that they perceive
can contribute to the existence of lean thinking. However, if these benefits are not assigned to

lean thinking, the employees of the enterprise will not become real lean workers.

Commitment

We consider it to be important to strengthen the commitment to and identification with the
brand name. Accordingly, it could be useful to nurture team spirit and visually emphasise com-
mon goals. There is a vast unutilized surface on the walls, which would be suitable to strengthen
the commitment of blue collar workers, since pictures of happy children playing with LEGO

might make both workers and managers more enthusiastic about their jobs.

Motivation

It would be possible to implement ideas that would facilitate development but that could not be
previously implemented, either due to a lack of understanding or various barriers. Regarding the
idea program, we recommend involving the affected workers in managerial decision-making
more frequently and more deeply. Managers should send more positive and negative feedback in
relation to the work performed by their employees, thereby supporting their development and

motivation.

Co-worker relations

Workers are happy to help each other and also to ask for help both from each other and their
superiors. This study pointed out the personality traits that the questioned workers expect from
their superiors; therefore, these characteristics should be focused on in manager trainings. It
turned out from the responses to the questionnaire that the main characteristic is resoluteness,

which could be easily forgotten as a result of misunderstanding lean management.




Problem solving

The research findings obtained in the field of problem solving habits show that respondents
know and agree with the basic principles of lean-focused problem solving. However, it is ques-
tionable whether they have the necessary knowledge to identify and solve their problems in a
lean-suitable way. Currently, blue collar workers at LEGO do not receive training in relation to
problem solving, which, despite the proper approach of the company, greatly hinders independ-

ent and correct actions when unwanted problems emerge.
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