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Abstract 

In recent years, financial sector and banking in particular, have been living on a very adverse 
context which had profound effects on banking economy. At the same time, and consequently, 
regulation in this sector has increased considerably. This scenario requires a systematic 
response on various fronts to compensate, in terms of process efficiency and effectiveness, 
the adverse environment in which financial institutions will continue to operate in the near 
future. 

The present Dissertation is developed in Sociedade A, Pension Funds Management Company 
belonging to Grupo A, and in line with their objectives, seeks to increase overall efficiency as 
well as Employees and Clients satisfaction. 

With a complete diagnosis of Sociedade A, it was possible to find several opportunities for 
improvement in efficiency and team management. With the support of Lean methodologies and 
tools, solutions that allowed positive results and a cultural change in the organization were 
implemented. 

The results show that Lean methodology can be successfully used in the search for efficiency 
and continuous improvement when applied in the service sector. However, it is highly important 
an organizational and hierarchical structure that is aligned with the objective of operational 
excellence, and that participates in a committed way in order to change attitudes and behaviors 
and to ensure sustainability. 
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1. Introduction 

Nowadays many companies struggle to stay 
stable, competitive and to increase their 
turnover. Given the current economic 
environment and the decline in demand, this 
objective is often only possible if firms 
reduce their costs. This leads them to look 
for solutions that allows them to improve 
their productivity by eliminating waste and 
increasing efficiency, quality and service 
levels.  

The financial crisis that settled in Europe in 
2009, and strongly in Portugal, was one of 
the main responsible for this scenario that 
we see today. And this is the scenario where 
industries have been developing in recent 
years, forcing them to paradigm shifts in the 
approach to managing their business. One 
of the sectors where this recession was most 
felt was the banking sector. 

Within this scenario, the activity of regulatory 
and supervisory entities became more 
intense, where by setting rules they hinder 
the strategic options of companies in this 
sector to remain competitive. To confront 
these adversities, several banks have been 
looking for solutions that allow them to be 
more efficient, trying to gain advantages 
over their competitors in order to ensure a 
solid and stable future. 

Grupo A, bearing in mind that the 
commercial banking business in Portugal 
presents insufficient profitability, decided to 
seek solutions that would allow to improve its 
efficiency, with the main objective of 
increasing the efficiency and quality of work 
as well as Customers and Employees 
satisfaction. 

This work focuses on finding solutions that 
meet Grupo A needs of improving its 
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efficiency, by applying Lean methodologies 
and tools which are nowadays worldwide 
used by companies and when applied to 
services can generate large economic and 
financial results, as well as improvement of 
workers behavior (Dos, Leite, & Vieira, 
2015). 

2. Literature Review 

Most organizations live in a reality where 
there is a need to respond to the rapidly 
changing of customer’s needs. To sustain 
their market position, many of them began to 
follow Lean Thinking concept (Gupta & Jain, 
2013), which has become synonymous with 
process efficiency and the opportunity for 
significant performance improvement 
(Seddon & Donovan, 2009) . 

2.1. Lean Thinking 

With the aim of improving Toyota's 
production process, Taiichi Ohno, 
responsible for this task, develops the so-
called Toyota Production System (TPS), a 
system that uses principles that gave rise to 
so-called Lean production (Womack & 
Jones, 1996). 

According to Shah & Ward (2007) Lean 
production is mostly related to the 
elimination of wastes commonly found in 
companies with excess inventory or excess 
capacity, in order to reduce the effects of 
variability in supply, processing time, or 
demand. The methodology focuses on 
eliminating wastes from the organization, 
where waste is defined as anything that does 
not add value to the product (Gupta & Jain, 
2013). 

However, it was in the book written by 
Womack & Jones (1996): "Lean thinking: 
banish waste and create wealth in your 
corporation” that the term Lean thinking first 
emerged. With Lean thinking the concept of 
Lean was broadly defined, and is now 
applied across all aspects of the supply 
chain (Hicks, 2007). 

Lean thinking isn’t just about using tools, it's 
a complete change in the business – how the 
supply chain operates, how the directors 
direct, how managers manage and how the 
employees do their daily work (Melton, 
2005). 

With the implementation of a Lean 
management system and its concepts, a 
spirit of continuous improvement in the long 
term is created, as well as an operational 
and cultural environment that leads to the 
minimization of waste ( Gupta & Jain, 2013). 

Thus, Lean principles have been applied in 
several organizations as a means of 

providing products and services that creates 
value for customers with a minimum amount 
of waste and a maximum degree of quality 
(Chen & Cox, 2012). 

2.2. Lean Service 

The term “Lean service” is only officially 
introduced by Bowen & Youngdahl (1988), 
and quickly gained prominence for being the 
first approach of the Lean philosophy applied 
in the service area (Leite & Vieira, 2015). 

Despite the fast expansion of Lean thinking 
in areas such as services, commerce and 
public sector (Womack & Jones, 2005), Lean 
literature applied in services is still scarce, 
and the term is still ambiguous when it 
comes to putting it to practice. 

Though, efforts have already been made by 
various authors to clarify exactly the 
meaning or use of the term Lean service, as 
well as several examples of service 
organizations that have demonstrated that 
they can apply Lean principles successfully.  

One of the main principles when applying 
Lean Service is the human factor involved in 
the process and the use of empowerment for 
employees and teams (Womack & Jones, 
1996). In fact, unlike the industry, the service 
sector has a greater involvement of people 
(Leite & Vieira, 2015), and by transferring 
responsibility and decision making to 
employees, we are able to increase quality, 
productivity and flexibility (Bowen & 
Youngdahl, 1988). 

Ahlstrom (2004) identifies, as main 
characteristics of Lean service, the 
elimination of waste, zero defects, pull 
system, multifunctional teams, 
decentralization of responsibilities, vertical 
information systems and, finally, continuous 
improvement. 

Nowadays, there are several organizations 
applying this methodology, as well as 
several articles that present cases of 
success with significant gains, which confirm 
a future of growth for companies that apply 
this concept. 

One of the main references in this sector is 
the article "The Lean Service Machine" 
(Swank, 2003), where by applying lean 
methodology in a financial insurer, the 
company halved the average time from the 
receipt of an application to the issuance of a 
policy, reduced labor costs by 26%, and 
costs associated with errors and rework by 
40% (Swank, 2003). 

Moreover Jenkins, Karjian, & Niederkorn, 
(2011), as witnesses of several Lean 
transformations, refer that effective lean 
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transformations yield major improvements 
not only in productivity, but also in speed, 
quality, customer loyalty, employee 
engagement and, most importantly, growth. 

According to the authors a lean 
management system addresses all 
dimensions of a transformation at once:  

- Puts the voice of the customer at the 
heart of the business 

- Strengthen performance 
management systems 

- Enhance organization and skills 
- Influence attitudes and behaviors 
- Make processes more efficient 

These five dimensions come together in a 
reexamination of everything an institution 
does (Jenkins et al., 2011). 

2.3. Lean concepts and tools 

In this section the main Lean concepts and 
tools present in the literature and used along 
this work are described. 

 Standardization 

It consists on a detailed description of 
processes and tasks according to best 
practices so that they can be followed 
equally by all employees. The development 
of standard work practices are the basis for 
continuous improvement over time, and by 
reducing wastes and variability, is one of the 
most effective way of improving quality, 
consistency and response times (Jenkins et 
al., 2011). 

 Visual Management 

This concept focuses on putting in sight all 
tools, parts, activities and performance 
indicators of the production system, so that 
the state of the system can quickly be 
understood by all (Womack & Jones, 1996). 
Also known for creating transparency, visual 
management it's something that's intrinsic in 
most Lean tools, that helps detecting 
problems and reducing wastes. 

 5S 

The 5S methodology, also known as 
"Housekeeping", according to Melton (2005) 
is a set of five sequential activities used to 
create a suitable workplace for Lean 
practices. It focuses on organizing the 
workplace to increase safety levels, 
workplace cleanliness, productivity and 
waste reduction. The 5S's provide a basis for 
creating an organizational culture of 
continuous improvement. 

 Kamishibai 

Kamishibai, or process confirmation, is a 
visual control tool used to perform process 
audits or confirmations (LEI, 2017). 

This tool aims to reinforce standards, 
creating an opportunity for managers to 
move to the gemba (workplace) to see if they 
are being applied in the best way or if there 
are possible improvements. 

 One-on-One 

One-on-one dialogues consist of small 
meetings between the hierarchy and the 
employee, and are one of the most important 
productivity tools a manager can have. They 
are where you can ask strategic questions 
and how you show employees that you value 
them. By creating a culture where these 
regular meetings are respected, you create 
a much more respectful, efficient, and 
effective culture in which everyone has a 
better ability to align their time investment 
with their priorities (Saunders, 2015). 

3. Case Study 

In a time where the financial system lives in 
a very adverse environment, it has become 
clear, for Grupo A top management, the 
need to address the challenge of profitability 
and efficiency. 

Thus, grupo A launched a Program with the 
objective of improving overall efficiency and 
increasing Clients and Employees 
satisfaction through the evaluation and 
changing of management processes at each 
activity level. 

Lean approach, focused on continuous 
improvement, is being applied as a standard 
and transversal methodology to the central 
teams of the bank, leaving in the areas a 
complete and self-sustaining management 
system. 

Sociedade A, a Pension Funds 
Management Company belonging to Grupo 
A, was involved in this initiative, being this 
the main challenge faced on the present 
paper. 

As showed in figure 1, the organization is 
divided in two different areas, the Pensions 
area and the Insurances area. The Pension 
area is composed by the Pensions team, 
(technical team), and the Backoffice team 
more operational. The Insurance area is only 
composed by the Insurance team.  

The CEO of the organization is referred to as 
1st Responsible, and those which report 
directly to him are designated by 2nd 
responsible. As we can see, the 2nds 
responsible are also managers of the 
Pensions and Insurances teams. Backoffice 
team has its own team manager which 
reports to the 2nd Responsible. 
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Figure 1 – Sociedade A organizational 

structure 

Most Sociedade A daily outputs are for intern 
clients. 

While most wastes are visible and easily 
quantifiable in a manufacturing environment, 
they are more difficult to be distinguished 
and measured in an office environment 
(Chen & Cox, 2012). Nevertheless, through 
some gemba walks and observations, it was 
possible to detect some initial inefficiencies 
and wastes in the activities of the teams. 
Lack of communication was one of the main 
problems detected, resulting in little sharing 
of problems and solutions, also 
disorganization and lack of discipline 
regarding the organization of work stations 
and in the archive process which resulted in 
unnecessary movements of employees to 
the printer and to archive cabinets. 

In some processes, there were also cases of 
rework due to unnecessary steps or errors 
that arise, which in some cases have gave 
origin two double validations where there 
should be no need. The lack of standard 
operating procedures (SOP’s) was identified 
as one of the reasons that leads to the 
wastes and problems identified above. 

Chapter 4 details all the analyses made and 
improvements opportunities founded in the 
teams. 

With the development of this work is 
intended a change to a continuous 
improvement culture, with the ultimate goal 
of increasing efficiency. Then, this paper 
focuses on finding solutions supported by 
the application of lean management tools in 
Sociedade A teams. 

The work took place close to the teams, with 
permanent contact and involvement of 
hierarchies and employees, and was led by 
an intern Lean team, of which the author was 
a part. 

4. Initial State 

The methodology followed for the 
transformation to a lean management 
system follows the steps identified in figure 
2. 

The initial approach begins with the 
coaching of teams into the main Lean 
concepts, and tools used in the diagnosis. 
Then, through several reunions, 
observations and analyses, problems cause 
and improvements opportunities are 
identified. Based on the diagnosis, 
improvement levers are described, solutions 
that intend to solve the problems identified 
are designed, and Lean tools that allow 
continuous improvement and efficiency 
increase are selected. Finally, the solutions 
and tools are implemented and the results 
obtained with their application discussed. In 
sustain phase teams stand autonomous 
sustaining the change and continuing to use 
the implemented tools daily. 

 
Figure 2 – Transformation methodology 

4.1. Diagnosis 

In this stage, analyses are carried out in the 
five dimensions mentioned in literature 
review , namely (Jenkins et al., 2011): voice 
of the customer, performance management, 
organization and skills, processes efficiency 
and attitudes and behaviors. For a complete 
diagnosis of the initial state this process 
involved gemba walks, meetings, surveys 
and focus groups. 

 Voice of the Customer Analysis 

Starting by doing a survey to the most 
important intern clients, we were able to 
measure their overall satisfaction and also 
evaluate their needs and expectations. To 
determine the most important Clients, 
SIPOC tool was used. This tool identifies the 
Suppliers, Inputs, Processes, Outputs and 
Clients for each macroprocess of the teams. 

The result of the overall satisfaction was 
positive (7,67 on scale from 1 to 10), but the 
survey also showed that there is potential for 

Sociedade A  
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improvement in customer responses, and 
therefore an increase in 4% was established 
as an annual objective. 

Teams didn't collect any data about their 
activities, so they couldn't quantify or 
analyze their demand. Therefore, a task log 
was introduced in the teams so that we could 
collect important data on those topics.  As 
we will see, through this task log it was 
possible to get data for the creation of KPI's. 
In any case, through the meetings and 
observations were able to identify rigidity in 
demand allocation, and capacity that was 
not being used properly. 

 Organization and Skills Analysis 

By doing an analysis of the span of control it 
was concluded (based on the teams 
characteristics) that it could be adjusted in 
order to create a more horizontal hierarchy, 
which is usually better to promote 
communication, flexibility, efficiency and 
employees motivation (Rishipal, 2014). In 
addition to this, in one of the meetings with 
the 1st responsible, it was referred that, as a 
result of a legislation, it was necessary to 
create a function of a responsible actuary. 
Thus, an opportunity (and need) was 
identified for changing to an organizational 
structure more efficient. 

In this stage, skills matrices, nonexistent in 
the teams, were also created. With them, 
formation needs were identified and 
individual training plans, based on those 
needs, were developed and putting into 
practice straight away. This lack of training is 
possibly one of the reasons for the rigidity 
previously identified, and for some variability 
observed in a few tasks performed by 
different employees. This tool became 
present in all teams and it's reviewed 
periodically. 

 Performance Management Analysis 

During gemba walks and reunions no 
performance management practices were 
identified. There were no KPI's or objectives 
in the teams, nor systematic planning and 
performance meetings. Also, the 
communication and feedbacks between 
hierarchies and employees were very poor, 
and there was no evident focus on problem 
solving or sharing of best practices. 

 Processes Efficiency Analysis 

Wastes were found in the innumerable 
processes of the teams, which were also 
originating variability and inefficiency. The 
main reason for this was the absence of 
standard operating procedures (SOP’s) for 
the main and routine processes. So, for the 
three teams, those processes that needed 

SOPs were identified, and developed by the 
employees who best performed the process 
in question. The disorganization of 
workspaces, both physically and digitally, 
and the lack of discipline and standards for 
the archive process were also major causes 
for those wastes. 

 Attitudes and Behaviours Analysis 

Employees overall satisfaction, also 
evaluated through a survey, was 5,18 (scale 
1 to 10) so an 16% objective was defined. 
Through that survey and a focus group held 
with employees, more information was 
gathered upon working methods and 
improvements opportunities.  

Some of the problems were already 
identified, but the results highlighted the lack 
of: communication, leadership, focus on 
processes optimization and information 
sharing. 

4.2. Improvements levers and 
selected tools 

Based on the problems and improvements 
opportunities found in the diagnosis, there 
was a need to: 

- Design and implement a new 
organizational structure 

- Organize workplaces with application of 
the 5S methodology 

- Create mechanisms to analyze demand 
vs capacity 

- Improve responses to internal clients  
- Optimize archive process 
- Comply with the defined training plan 
- Define and improve standards operating 

procedures in key processes 
- Create a performance management 

system with KPIs, regular reunions and 
performance dialogues 

- Establish bases for root cause problems 
solving and processes optimization 

- Promote communication and feedback 
with hierarchies 

The concretization of the defined levers was 
done in the following way, with support of the 
lean concepts and tools described in the 
literature review. The tools work together 
and complement each other, forming a Lean 
management system. 

Step 1: Starting by designing a new 
organizational structure and by applying 5s 
methodology, an efficient basis for the 
implementation of later tools is created.  

Step 2: With the implementation of a 
complete performance management system 
with diverse KPIs, regular meetings and 
performance dialogues, it is possible to 
monitor the activity of teams on a daily basis, 
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establish objectives, identify planning 
deviations as well as identify problems and 
share best practices. 

Also, by training the teams into problem 
solving and process optimization tools, such 
as A3 and Value Stream Mapping, allows 
them, whenever necessary, to solve 
problems from root cause and simplify 
processes. 

Step 3: Processes confirmations 
(Kamishibai) and standard operating 
procedures (SOP’s) allow managers to 
review all processes and ensure that 
everyone executes them in the best way, this 
way increasing team’s efficiency. They also 
promote and ensure the continuous use of 
Lean practices and tools implemented. 

Step 4: Finally, one-on-ones dialogues 
approximate hierarchies and employees, 
establish personal development plans, and 
are able of changing attitudes and 
behaviours in order to increase productivity 
and ensure continuous improvement. 

5. Implementation and results 
discussion 

This chapter presents the design and 
implementation of the solutions described 
previously. 

5.1. Sociedade A reorganization 

 New organizational structure 

Once studied the functions of the teams and 
managers, and their physical locations, a 
new organizational structure, discussed and 
approved by the 1st Responsible, was 
implemented (figure 3). 

 
Figure 3 – New organizational structure 

With those changes, the Insurance team 
responsible, being in the actuarial field for 
several years, assume the new position of 
Responsible Actuary. As such, the 
Insurances team joins the Pensions team, 
giving origin to the Technical team of 

Pensions and Insurances, composed now 
by eight employees. The solution promotes 
communication and pretends, in the long 
term, to create a team polyvalent in both 
areas. It also didn't imply any costs or 
difficulties, since the employees were able to 
remain in the same workplace. 

 Workplace organization through 5S 

5S methodology was applied together with 
employees. The process started by 
identifying and removing items that didn't 
add value to the daily activities, then 
organizing useful items considering the 
frequency of use, and finally by cleaning the 
workplace and organizing documents and 
drawers. Through that, a professional 
environment was created and wastes were 
reduced. Figure 4 shows an example of an 
employee workplace after this process. 

 
Figure 4 – Work desk after 5S application 

Another improvement intended was the 
optimization of the archive process, which 
was originating most of the wastes. To 
achieve that, an initial task force was carried 
out, by the Lean team and employees, in 
order to archive all pending processes. 
Then, through workshops made with 
Backoffice team, archive checklists were 
created, which identify exactly what 
documents to archive and where (physical or 
digital space). Lastly, document baskets 
were implemented where archive in stock is 
placed accordingly to a defined order. 

At the digital level, a thorough review of a 
common drive was made, and by eliminating 
obsolete files, approximately 30% of the total 
drive space was recovered. Also, a 
reorganization of Backoffice drive, allowed a 
faster and easier access to information. 

5.2. Performance Management System 

 KPI’s Implementation 

The implementation of a full performance 
management system started with the 
creation of key performance indicators 
(KPIs), at all hierarchical levels, allowing a 
top-down goals definition. Adequate and 
complete metrics help to increase 
performances and the ability to act on 
deviations, therefore four different types of 
metrics were created: 

Sociedade A  



7 
 

 Business: Related to the company's 
business activity and to costs; 

 Operational: Related to team’s productivity 

 Clients: Related to customer service; 

 Employees: Reflect employees motivation; 

Table 1 shows all KPI’s created and 
implemented in the organization. 

Table 1 – Implemented KPI's 

 

KPIs related to clients and employee’s 
satisfaction were already implemented in the 
diagnosis phase. For the operational KPIs, a 
new concept was introduced to the teams, 
the story points. They represent an output 
measure that allow to quantity productivity in 
areas with non-comparable outputs. The 
concept behind story points consists in 
assigning points to tasks, this way 
homogenizing outputs. 

Through story points, team’s managers 
began to evaluate team performance on a 
daily basis, and identifying problems based 
on deviations from planned productivity. 
Besides, they encourage employees to look 
for small improvements in daily tasks, 
considering that by optimizing them they can 
increase their productivity and facilitate their 
work. 

With the task log implemented in diagnosis 
phase, an indicator that allow hierarchies to 
analyze demand versus capacity in FTE 
(full-time equivalent) was created. 

 Visual management boards 

After performance indicators were created, 
visual management boards were designed. 
These are the main support of the meetings, 
and with their implementation, a visual 
workplace was created that highlights the 

current state and needs for improvement, 
making metrics and priorities visible to the 
entire team. The boards were implemented 
in all levels, and they all included a space for 
the KPI’s, and a place to point out good 
practices and to describe problems to be 
solved. 

Despite the similar structure, there is a 
difference on team’s boards, due to the 
distinct characteristics of both teams. The 
Pensions and Insurances team can plan 
their activities in advance, so at the 
beginning of the week their board is filled 
with all the tasks planned for the week, 
where each task is indicated in a post-it. 

On the other hand, Backoffice team has a 
daily demand and cannot plan their tasks in 
advance, this way, the board is only filled 
with the productivity (story points) performed 
on each day.  

In figure 5 the difference between both 
boards and easily seen. 

 
Figure 5 – Team’s visual management boards 

 Performance meetings 

Finally, after boards and complementary 
tools were drawn, performance meetings 
were implemented. A choreography of 
meetings that allows a follow-up at all levels 
was designed. Figure 6 identifies the 
meetings and respective participants of 
each. 

 
Figure 6 – Performance meetings 

implemented 

The daily meetings, supported by the visual 
boards, ensured transparency and improved 
communication. They are now used to detect 
and clarify day-to-day problems, promote 
sharing of best practices, define objectives 
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and priorities for teams, and commit teams 
to goals. On the weekly planning meeting a 
week balance is carried out, and the 
individual tasks for the following week are 
planned, which are aligned with the 
objectives, priorities and deadlines defined 
by the manager.  

The third meeting implemented was the 
Backoffice team performance meeting. On 
this meeting the performance of the team is 
discussed based on KPIs review. Also, an 
analysis of the identified problems or best 
practices encountered is made. Finally, the 
weekly performance meeting between top 
hierarchies addresses business and 
productivity indicators and all ongoing 
problems or important matters. 

5.3. Kamishibai 

As soon meetings were consolidated, the 
Kamishibai audits (or process confirmations) 
were implemented. This tool allowed 
hierarchies and managers to understand 
ways of working, identify improvements and 
standards, and reinforce the use of Lean 
tools. The tool was implemented at all 
management levels, but differs in each of 
them. For the 1st responsible consists in 
attending one daily meeting per week, thus 
promoting feedback to employees as well as 
to motivate them to continuous 
improvement. 

Manager audits, which consist on the 
observation of an employee task, have most 
impact on efficiency. The manager observes 
the process, maintaining a critical spirit and 
identifying new improvement opportunities. 
If, in fact, the process is optimized, the 
improvement is shared in the daily meeting, 
and the respective SOP is updated. With a 
few weeks of using these confirmations, 
improvements were implemented in some 
processes, and good practices, not used by 
all the teams, were shared with everyone. 
Small improvements such as the ones 
found, when added together result in the 
increase of team’s efficiency. 

5.4. One-on-one dialogues 

Finally, one-on-one dialogues were 
implemented. In each session, employee's 
performance, motivation and well-being are 
analyzed, and, finally, development 
objectives and a respective action plan are 
defined. The dialogues have a monthly 
frequency and each session is accompanied 
by a template where managers point out 
strengths and improvement points. 

Such as process confirmations, one-on-
ones have also been implemented at all 
hierarchical levels.  

In the first instance, this tool was very 
important since allowed managers to 
understand the position and opinion of 
employees regarding the change that was 
clearly happening, and to reduce some 
attitudes and behaviors of resistance 
verified. 

5.5. Results Discussion 

Finally, in this section, overall results 
obtained after the implementation of all 
improvements and tools are presented and 
discussed. 

a) Global results 

Ended the implementation phase, the 
organization has a new management 
system, composed of Lean tools and 
concepts, which allowed to create good 
management practices and to address the 
problems identified. 

Although, main results have a qualitative 
nature, the evaluation process began with a 
Lean level assessment that, based on a 
scale of 1 to 5, evaluates the success of the 
Lean management system implemented. 

The result of 3.33 out of 5, which 
corresponds to a 67% evaluation, show that, 
despite the good adherence to all tools, Lean 
thinking is still not completely rooted. Which, 
in any case, is perfectly justified in an 
organization where communication and day-
to-day management was weak or almost 
nonexistent. Hierarchies should be more 
involved by doing questions to employees, 
that promote the identification of good 
practices and problems. Also, employees 
are still in the process of assimilating the 
importance and added value of sharing 
problems in the meetings. 

Hierarchies role became evident on this 
subject. In fact, their role was fundamental 
for the success of the tools implemented and 
to struggle some demonstrated resistance 
from some employees. Principally, when 
team managers, showed that they could 
benefit from the methodology, they were 
able to change attitudes and motivate 
collaborators who at first were more reticent. 

In global, the change process is notorious 
across the organization. The new 
organizational structure, with the help of the 
daily meetings, brought clear benefits in 
terms of communication between 
employees and teams. 

Also, today, weekly performance meetings 
are held, where managers analyze the 
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various indicators implemented and discuss 
problems identified in daily meetings. 

Regarding the workplace organization, the 
results are easily visible. The main 
improvements are in the archive process. 
Currently there are standards, and a storage 
logic (paper and digital) that must now be 
maintained in a systematic way. Both 
physical and digital space have been 
optimized, and employees are now 
concerned with maintaining these changes. 

Operational standard procedures (SOPs) 
were also created for more than 70% of the 
main processes. Although it is not possible 
to immediately quantify the productivity 
resulting from those standards, it is expected 
in the future to observe this increase in 
productivity through the metrics created. 

Process confirmations have shown that 
there is indeed a commitment and a change 
in the management culture of the 
organization. And with them, small 
improvements have been identified in 
certain processes. 

One-on-one dialogues have narrowed the 
relationship between hierarchies and 
employees. In feedback obtained from team 
managers, they said it was one of the tools 
that most surprised them positively. 

The implementation of the full set of 
management tools and practices is the basis 
for continuous improvement and for 
identifying measures which generate 
efficiency.  

The results so far are quite positive. 
However, more time is needed to analyze 
productivity gains, and to see if employee 
and customer satisfaction goals are met. It 
should be noted that employees are the 
main asset of the company and therefore, all 
the effort to work on their skills and well-
being is half way to achieve efficiency 
results, as intended. 

b) Difficulties and Success Factors 

Some success factors were determinant to 
overcome difficulties encountered and for 
the positive balance obtained. 

Coaching and constant feedback given to 
hierarchies, especially to team managers, 
was a fundamental success factor. The use 
of practical examples and success stories 
also had a key role play. Creating a cultural 
change in managers in the first place made 
all difference to reduce employees 
resistance to change, and to guarantee the 
sustainability of the program. 

One of the biggest challenges, was the 
implementation of story points. Together 

with daily meetings, they brought 
transparency of employees work, which 
created resistance and even displeasure to 
some employees. To manage these 
attitudes and behaviors it was necessary 
make it clear that there is no direct link 
between story points and employees 
evaluation. They are only used to find 
deviations from objectives, good practices 
and problems, and to follow the evolution of 
the team, not to compare productivity among 
persons. 

Another success factor was the constant 
involvement of employees in the change 
process, especially on the analyses, 
workshops and development of solutions. 
Besides promoting teamwork, it has proved 
to be one of the main ways to motivate and 
encourage employees to change. 

Process confirmations and mainly 
hierarchies leadership will be key to maintain 
improvements and ensure the continuous 
use of Lean practices. 

6. Conclusions 

This paper presents the implementation of a 
Lean management system with the main 
objective of increasing Sociedade A 
efficiency. 

The study began with a full diagnosis of the 
organization in the five dimensions defined 
by Jenkins et al. (2011), where main 
problems and improvements opportunities 
were identified. Then, after improvements 
levers were described, a set of Lean tools 
that are the basis of the solutions and that 
support continuous improvement 
management practices were selected. 

The implementation of the proposed 
improvements began with a reorganization 
of the organizational structure, that 
optimized span of control and promoted 
communication. Afterwards, with 5S 
methodology application, workspace was 
organized and the archive process 
optimized. Archive checklists were created, 
and rules have been defined, which have 
significantly reduced wastes and maximize 
the cabinets archive space. In addition, 
employees are now committed to keeping 
the physical and digital workspaces 
organized. 

In the next stage, a performance 
management system was developed by 
root. It included the creation of KPIs and 
goals, the construction of visual 
management boards and the 
implementation of daily and weekly 
performance meetings. Through this, 
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managers began evaluating teams 
performance, and best practices and 
problems started to be shared. 

Following one of the most important 
concepts of the Lean methodology, 
standardization, standard operating 
procedures were developed for more than 
70% of teams main processes, which 
increased efficiency through waste and 
variability reduction. 

To stimulate the use of Lean tools and to 
identify efficiency measures, process 
confirmations were implemented at all 
hierarchical levels. This tool made it possible 
to identify improvements in recurring tasks of 
employees, and encouraged them to small 
optimizations, which, when added, lead to 
increased productivity. 

Finally, one-on-ones, reinforced the 
proximity of management and hierarchies 
commitment. 

A basis for continuous improvement was 
established, which allowed the reduction of 
competencies gaps, promoted share and 
communication, and, in the overall, led to an 
increase in teams efficiency and employees 
motivation. 

An improvement plan was left in the teams 
which identifies next steps to be followed. 
This plane included improvement activities 
that generate efficiency, and reflected the 
tasks and priorities that Sociedade A must 
follow, in the sustaining phase, to ensure the 
continuity of efficiency gains. 

However, the role and alignment of 
hierarchies will be imperative for the 
continuous improvement culture be 
accentuated. 
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