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Lantmännen Unibake

Although early on in their Lean journey, which was led by Head of Operations Chris 
Roberts, they have sought to work on their behaviours at the same time as a 
classic Lean programme. The business is part of a large group ultimately owned by 
Swedish grain producers. Within the group they had established three values for the 
business: holistic view, openness and drive, as well as six guiding stars: will to win, 
drive performance, develop yourself, involve & inspire, be brave and grow talent. 
The problem was translating these in a way that was meaningful for the typical 
employee. Through their HR department they went to great efforts to publicise these 
values, held a one-day off-site all-employee meeting, provided detailed explanations 
and distributed literature widely. However, this was only partially successful. The 
problem was how did you get the average worker to feel, live and breathe these 
values?

In order to work on this, Adam Cardinal, the head of CI and Viki Phillips, who 
led training within HR, worked together to start the ball rolling. The site senior 
management team led by Jon Lloyd undertook a behavioural formation exercise 
in order to translate these values into a set of behavioural norms that could be 
used right across the site. Jon was insistent that these should be headlined with 
‘Leading by example’ as it was he and the senior team that needed to lead the 
way. The result of this, as we can see, was a list of seven behavioural norms that 
focused on listening, improvement, learning, coaching, recognition and discipline.

Figure 3.21: 
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Behavioural deployment at Lantmännen

The next question was how to deploy them. The pilot area for this was the ‘Bake 
Off’ area. This was a small area that came within the Quality Department headed 
up by Jolanta Zminkowska. The deployment workshop took place within the ‘Bake 
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Off’ area next to the Visual Management Board so that the team themselves 
would be in a ‘safe’ environment. Past experience had shown that taking front-line 
employees into meeting rooms that they were not familiar with meant that they 
didn’t feel free and open to discuss new ideas. The session started with Jolanta 
(the manager) sharing a typed-out version of the seven behavioural norms with the 
local team which included Inesa (the supervisor) and the team members (technical 
team). Jolanta explained where this had come from, how it linked to the company 
values and also why they had created the behavioural norms and why they wanted 
to deploy them to the team. 

The team were very receptive to this idea. They were then asked to choose the three 
most important of the behavioural norms. This choice was guided by two factors: 
which did the whole team feel was most important to them, and second, which 
of them did they feel offered the greatest opportunity for improvement. The team 
chose:

• Regular gemba walks to discuss openly with staff ideas and improvements

• We use the ‘Ideas Board’ at every (strategy) board meeting

• Do what we say we will do

Figure 3.22: Detailed deployment at Lantmännen 

At this early stage of their Lean journey, gemba walks were in their infancy and were 
being carried out by the senior management team. However, the ‘Bake Off’ team 
were quick to grasp their potential. As a result, they made a behavioural request of 
their manager:

Jolanta, walking in (the) factory understanding the issue(s) our internal 
customers have and feeding back to Inesa and (the) wider team

In a similar way, they requested that their team leader, Inesa had:

Regular weekly catch ups between Jolanta & Inesa to discuss outcomes/
opportunities from the ‘go/see/talk’

The third behaviour within the gemba behavioural norm was that team members 
would ask for, listen to and act upon:

Feedback from Jolanta/Inesa into the ideas system

A similar approach was developed for each of the other two behavioural norms. 
Hence, nine very specifi c behaviours were crystallised locally by the team within the 
three most important behavioural norms. They had therefore developed a set of very 
specifi c behaviours that were meaningful and could now be linked to the existing 
continuous improvement system.
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The last step was therefore to develop a management system to make this a real 
and living approach. This was achieved by including behaviours on their existing 
Visual Management Board, which was used as a hub for 15-minute daily meetings. 
Hence, they included on the board a list of the seven business-level behavioural 
norms together with an indication of which three they were currently working 
on. They then included a list of the nine specifi c team behaviours that they had 
developed, and then decided to modify the meeting approach so that once a week 
the meeting was extended to 30 minutes, with 15 minutes of this reserved for 
a discussion about each of the nine behaviours. If they were happening, then a 
green smiley magnet was placed by them as a recognition. If they were not being 
achieved, then a red sad face was placed next to them.

If there was a sad face, the standard that was developed was that an ‘ideas form’ 
was completed, this being the same A5 document that was completed for any other 
bottom-up idea. This was then entered into their existing ideas system, whereby the 
team identifi ed the root cause of the issue and developed a corrective action plan. 
In other words, behavioural improvements were entered into the same system as if 
they were technical problems. 

The depiction of the nine behaviours and their status also provided the senior 
managers in their gemba tours with the opportunity to see whether the behavioural 
norms were active, living and being improved within the local team. As we will see in 
the chapter on Leader Standard Work, this gives them the opportunity to recognise 
good performance and support local teams in improving performance where 
opportunities are identifi ed.

Lundbeck

A further example of behavioural deployment is provided by Lundbeck in 
Copenhagen, Denmark, with eight behaviours displayed on their Visual 
Management Boards alongside their KPIs. Each of the behaviours is then sorted 
into red, amber and green smiley face columns at their board meetings. Again, 
development conversations are had if the behaviours do not all fall in the green 
column.

Figure 3.23: Team behaviours at Lundbeck 

eoe.1.indb   59 13/12/2018   16:00




