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Abstract	   	   	   	   	   	   	  	  
Purpose – The purpose of this research is to investigate to what degree Lean implementation 
facilitators and barriers influence the ability of public service sector agencies to implement 
Lean production.  

Research Question – In the case of Migrationsverkets adoption of Lean Production is there 
evidence of facilitators or barriers to Lean productions implementation and if so have they 
influenced Migrationsverkets implementation of Lean Production?  

Design/Methodology/Approach – This research takes a case study approach, examining one 
public sector Government agencies adoption of Lean production. The Three Layers of Lean 
Perception model has been chosen as a means of identifying at what level or levels the agency 
has implemented Lean.  

Findings – There is evidence of both facilitators and barriers in the case of Migrationsverket. 
These facilitators and barriers have quite a significant degree of influence on 
Migrationsverkets ability to implement Lean production. 

Research Limitations/Implications - This research is limited to one public sector agency. 
The agency offers five general categories. Just two of those categories were examined.  

Originality/Value –This research has attempted to examine if the external environment 
facilitates or poses barriers to Lean implementation within a Government agency.  

 

 

 

Keywords – Migrationsverket, Lean, Facilitators, Barriers, Levels, Implementation. 

  



	  
	  

3	  

Contents	  
Abstract	  ...................................................................................................................................................	  2	  

1.	  Introduction	  ........................................................................................................................................	  4	  

2.	  Literature	  Review	  ................................................................................................................................	  6	  

2.1	  From	  Manufacturing	  to	  Services	  ...................................................................................................	  6	  

2.2	  Lean	  adoption-‐	  influencing	  factors	  ...............................................................................................	  7	  

2.3	  The	  Management	  Technology	  Choice	  .........................................................................................	  10	  

2.4	  Summary	  of	  Facilitators	  and	  Barriers	  ..........................................................................................	  11	  

3.	  Theoretical	  Framework	  .....................................................................................................................	  12	  

3.1	  Lean	  Level	  Perception	  Model	  ......................................................................................................	  12	  

3.2	  Categorization	  of	  Public	  Sector	  Demands	  ...................................................................................	  13	  

4.	  Method	  .............................................................................................................................................	  14	  

4.1	  Research	  Design	  ..........................................................................................................................	  14	  

4.2	  Data	  Gathering	  ............................................................................................................................	  15	  

4.2.1	  Primary	  Data	  ........................................................................................................................	  15	  

4.2.2	  Secondary	  Data	  ....................................................................................................................	  17	  

4.3	  Data	  Analysis	  ...............................................................................................................................	  17	  

5.	  Results	  ...............................................................................................................................................	  18	  

5.1	  Why	  Lean	  Production?	  ................................................................................................................	  18	  

5.1.1	  Summary	  –	  Public	  Sector	  Demands	  .....................................................................................	  21	  

5.2	  Going	  Lean	  at	  Migrationsverket	  ..................................................................................................	  21	  

5.2.1	  Summary	  -‐	  Facilitators	  and	  Barriers	  .....................................................................................	  25	  

6.	  Theoretical	  Analysis	  ..........................................................................................................................	  26	  

6.1	  Migrationsverket	  -‐	  Three	  Levels	  of	  Lean	  .....................................................................................	  26	  

6.1.1	  Level	  1	  –	  Philosophy	  .............................................................................................................	  26	  

6.1.2	  Level	  2	  –	  Principles	  ...............................................................................................................	  27	  

6.1.3	  Level	  3	  -‐	  Tools	  and	  Techniques	  ............................................................................................	  28	  

6.2	  Demands	  –	  Facilitating	  or	  Posing	  Barriers	  ...................................................................................	  29	  

6.3	  Lean	  Implementation	  Facilitators	  ...............................................................................................	  29	  

6.4	  Lean	  Implementation	  Barriers	  ....................................................................................................	  30	  

Comparisons	  with	  other	  studies	  ...........................................................................................................	  31	  

7.	  Conclusions	  .......................................................................................................................................	  33	  

Bibliography	  ..........................................................................................................................................	  34	  

	  



	  
	  

4	  

1.	  Introduction	  	  
This paper will examine the adoption of Lean production in part of a public state agency. 
Lean Production with its roots in the automobile industry has spread from manufacturing to 
services in more recent years (Liker, 2004). Public Government agencies are the most recent 
adaptors of Lean production in the public service sector. The study of this subject area is 
therefore considered important (Carter et al. 2011). The Swedish Migration Board 
‘Migrationsverket’ is one of those public sector agencies that have been an early adopter of 
Lean Production. Migrationsverket began with a project called Shorter Waiting (Kortare 
Väntan) which was a change process designed to address problems within the agency. Shorter 
Waiting was developed in 2008 with the help of Mc Kinsey, a well-known global 
management consultancy firm.  

Migrationsverket at the direction of the Government is charged with carrying out policy in 
relation to migration. Migrationsverket is the authority responsible for receiving and 
processing applications from those who wish to visit or settle in Sweden. The applications fall 
into five broad categories, application to; Visit, Study, Work, or those who are seeking; 
Asylum or Protection. It is the last two of these categories that this report will focus on. The 
asylum process is made up of three component parts that span both the asylum and reception 
divisions in Migrationsverket. Those component parts are; (1) Evaluation and decision in 
relation to first time applications. (2) Review of applications in the event of appeal to the 
court where the initial application was denied. (3) Reception (mottagning) where applicants 
temporarily reside at Migrationsverkets own accommodation facilities or with a relative until 
the applicant is offered a place of residence in the municipality (kommun) OR they are 
returned to their home country or other country in accordance with international agreements 
on migration (Migrationsverket budgetunderlag, 2010). The delays in processing asylum 
applications became an increasing concern for Migrationsverket and for the Government. By 
2008 things had reached a crises point. Pressure to do something fundamental to address the 
issue resulted in Mc Kinsey consultancy firm being brought in by the General Director. It was 
at this point that Migrationsverket was first introduced to Lean production (Migrationsverket 
Antologi, 2011, p. 14).  

The term Lean production has been around since the 1990’s. John Krafcik, an MBA student at 
MIT, first coined the term. Womack, Jones and Roos popularized the term Lean in their 
seminal book ‘The Machine That Changed the World, the Story of Toyota’s Production 
System’. In its simplest form Lean production is working together more effectively to create 
value from a customer perspective through the elimination of waste (Womack et al. 2007). 
Lean production has more recently spread into the public service sector. The research that has 
been conducted thus far often takes a case study approach, examining the implementation of 
Lean within the organization (Radnor, 2009). There is less emphasis on how the external 
environment in which the organization is embedded promotes (facilitators) or inhibits 
(barriers) Lean’s implementation and subsequent development.  

Research into public service sector Lean implementations is of increasing importance because 
public sector organizations operate under “more and highly varied demands” than that of the 
private sector where Lean production initially came from (Knight et al. 2007, p. 17). 
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Therefore research which examines the special relationships that exist between Governments 
and their public agencies as well as the various external demands that are placed upon them is 
particularly valuable in attempting to better understand what may facilitate or pose barriers to 
Lean’s implementation in a Government agency context. Research, which creates a better 
understanding of this particular context and its characteristics, may assist public agencies and 
the Governments with which they interact. This type of research may also assist public sector 
organizations to move beyond process level Lean to multilevel Lean implementations that 
encompass principles and philosophy not just tools. This is considered necessary if any Lean 
implementation is to be successful as suggested by Liker (2004) and supported by Hines et al. 
(2011, p. 12).  

More recent research from the implementation of Lean in Danish municipalities draws 
attention to the influence of the external environment but does elaborate on the connection 
between the extent of Lean implementation and if the external environment in which the 
Government agency is embedded has either facilitated or posed barriers to the 
implementation. It is here that this research in the form of a case study of a public 
Government agency (Migrationsverket) attempts to make a contribution by examining the 
relationship between external demands and how Lean is implemented within a Government 
agency with special focus on facilitators and barriers.  

The question that I attempt to answer in this research is as follows: In the case of 
Migrationsverkets adoption of Lean Production is there evidence of ‘facilitators’ or ‘barriers’ 
to Lean productions implementation and if so have they influenced Migrationsverkets 
implementation of Lean Production? The research question will be answered using a 
theoretical framework based on previous research. A review of Lean literature will be 
presented in the next chapter including some of the more significant issues surrounding the 
topic that are of particular relevance to public sector Lean implementations.  
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2.	  Literature	  Review	  
The literature review will begin by introducing Lean production; from there I will present 
Lean as a concept based on the latest research with particular focus on the service sector. 
Thereafter I will discuss some of the more pertinent issues concerning Lean’s implementation 
in the service sector and conclude the chapter with a summary of six key issues that promote 
or inhibit Lean implementation taken from the literature. In chapter three I will present the 
theoretical framework that will be used in the analysis of Migrationsverkets case study. For 
the purposes of this literature review I have chosen to describe Lean as a concept, which was 
developed by Arlbjorn et al. (2010). They state that the Lean concept “is concerned with 
waste reduction and value creation for the ultimate customer” and that it is best explained at 
three levels of perception. Level one’s focus is on Philosophy, reducing waste and creating 
customer value. Level two’s focus is on the Five Lean Principles. The third level focus is on 
Tools and Techniques that may be adopted in Lean implementation. Arlbjorn et al. (2010, p. 
282) state “an organization should practice at all three levels, while keeping the 
implementation of principles at the second level as the most central issue”.  

2.1	  From	  Manufacturing	  to	  Services	  	  	  
In 1972 Theodore Levitt was one of the first to make the ‘assuming leap’ that manufacturing 
practices could also be applied to the service sector. In doing so he called for the setting aside 
of the humanistic view of service provision in favour of a technocratic view. This humanistic 
conception “of services diverts us from seeking alternatives to the use of people, especially to 
large, organized groups of people” (Levitt, 1972, p. 43). Levitt’s views have been 
subsequently challenged on the following grounds. Services normally produce an activity 
rather than a physical thing, are produced and consumed at the same time, and in some cases 
the customer (to some degree) participates in the production of the service (Grönroos, 1990, p. 
29). In addition, defining who the customer is, especially in Government administrations in 
the public sector may not be clear (Arlbjorn et al. 2011, p. 292). Management in service 
organizations who look to the Toyota Production System are “mostly attracted by the 
technical principles (tools) of flow and how they can apply it to a highly variable and often 
chaotic process”. The prospect of applying Lean in service operations can, according to 
Liker, can be summed up by the reactions of 3 categories of people, Lean zealots, executive 
decision makers and ordinary people, (Liker, 2004, pp. 269-270). 
 
Lean has also been viewed as New Public Management strategy for reorganization. Carter et 
al. (2011, p. 86) view is that Lean may be implemented as part of the continued development 
of New Public Management practices (NPM) to bring about “radical change” through a set 
of policies “that sought to maintain the dynamic of performance control but within new 
organizational frameworks centred on private sector business models”. They argue that this 
is a strategy to overcome resistance to organizational reform that is politically driven and has 
its roots in Scientific Management, “virtually untrammelled Taylorism, replicated from 
private sector production” (Carter et al. 2011, p. 86). Seddon (2003) is highly critical to 
certain aspects of the modernization of the public sector, in his view this has led the public 
sector to become characterised by targets, specifications and inspections, which undermines 
performance and demoralizes employees.  
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Radnor (2009, p. 422) has stated ”the concept of “standard work” does not “fit” in a public 
service, or even a service environment where it may be important to respond to demand in a 
number of ways”. Arlbjorn et al. (2010, p. 285) makes the distinction between private service 
and public service, “public enterprises work under different conditions than private 
enterprises and have to balance a number of interests”. Their research also highlights 
external and context demands, stating that change can be “more politically driven than 
demand driven” where there may be a fixation with bottom line results. Seddon (2003, p. 
174) is of the view that “a fundamental change in thinking” is required that begins with 
“Ministers” but that “we shouldn’t hold our breath”. Organizations strive for ‘legitimacy’ by 
gaining support from the environment (Brunsson 1989). Public sector reform is one way of 
gaining support through the adoption of new management techniques, making the public 
sector more complete, more like an organization (Brunsson & Sahlin-Andersson, 2000).  

2.2	  Lean	  adoption-‐	  influencing	  factors	  	  
Lean thinking, taken from the Toyota Production System has been developed in one specific 
situation and transplanted into others. Differences between industry and service are apparent 
to most. What is less apparent however is how more subtle differences such as culture, labour 
market conditions and so on influence Lean production’s implementation and success in other 
situations and contexts (Pardi, 2007). Perhaps it is interesting therefore to look back at the 
Japanese experience.  There are a few aspects of the Japanese Lean experience that are 
important to highlight. The notion of Lean’s ’Universal Application Qualities’ seems to 
transcend issues such as labour market conditions, cultural characteristics, relationships 
between organizations and trade unions as well as management styles. Japanese employee’s 
“dedication” to their employers rather than to the tasks they perform is just part of the 
“enduring nature” that forms the basis of the “Japanese philosophy of life”. The Japanese 
refer to it as “Ganbaru, meaning to endure, to be patient and long suffering, or to quietly put 
up with unpleasant situations without complaint and anger” (Meek, 2004, p. 315). This 
endurance characteristic of the Japanese was not found in the Toyota Plant in France, neither 
was the freedom to act without the interference of organized workers in trade unions (Pardi, 
2007).  

Pardi (2007), Sandberg et al (2007), Meek (2004), and Mehri (2005) all point to issues that 
are unique to the Japanese case. Pettersen (2009) states that	  there seems to be little evidence 
of the Toyota Productions Systems spread outside the Japanese Automobile Industry in the 
national context “The Japanese should logically have distributed the knowledge of these 
principles throughout all domestic Japanese industry. This does not seem to be the case. The 
only “true” Lean producers in Japan are confined to the automobile industry, represented by, 
e.g. Toyota, Honda and Mazda” (Pettersen, 2009, p. 137). But evidence of that spread is to be 
found in at Scania where the Swedish commercial vehicle manufacturer worked closely with 
Toyota in developing the SPS or Scania Production System as it is better known (Sederblad, 
2011, p. 55). Arlbjorn et al. (2010, p. 282) who have studied Lean’s implementation in state 
municipalities suggest, “the lean approach only seems to be appropriate where certain 
conditions exist”.  
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Those appropriate conditions are as follows.  

1. Standard goods/services. 
2. Relatively high volume (not mass production, still in small batches, but still high in 

annual volume); and  
3. Relatively long product lifecycles (without major changes that affect production 

routings).  

Sandberg et al. (2007) state that Womack’s ‘Machine that Changed the World’ “turned a 
blind eye to the other side of the coin, namely the consequences for the employees and the 
effect this has, in turn, on productivity”. Turning a blind eye was according to Carter et al 
(2011, p. 87) down to an absence of “consultation with the workers”. Zokaei et al. (2010, p. 
7) are critical; there lacks the existence of some kind of intelligent “systemization that 
introduces systems and standards of work without turning off the employees ability to think 
and actively take decisions” they continue “Yet this aspect of lean is mostly ignored in the 
west”. Despite the savings that have been achieved through implementing process flow 
“engaging people and sustaining improvements remains enormous challenges for managers”. 
The degree of standardization imposed as well as the separation of thinking from doing is 
responsible for the “creation of ‘dumbed down’ systems within which the role of the worker is 
reduced to a powerless doer”, “the elimination of thinking from working” (Zokaei et al. 2010 
p. 7).  

Radnor (2009) questions the quality of Lean implementation and roll out initiatives; the 
degree and duration of support from external experts and the variances in competence levels 
of those who become ‘”overnight Lean experts”. According to Radnor (2009) developing 
expertise as well as maintaining engagement is problematic, and at a local level difficulties 
exist where experts have difficulty grasping where change is needed. Some of those experts 
“wished only to be involved in elements which either interested them or helped with the 
development of their career” those coming from within the business “mentioned how they 
knew little about Lean but became experts overnight” (Radnor, 2009, p. 422). Pettersen 
(2009, p. 137) argues that Lean’s suitability is dependent on business conditions “that are not 
always met” and furthermore points out that it is necessary for an organization to have a clear 
understanding of ‘which’ concept of Lean is actually being implemented to avoid conflicting 
opinions of what has actually been implemented thereafter, a clear, unified understanding is 
necessary.  

Docherty et al. (2002, p. 17) argue that, “In a highly dynamic environment difficult to grasp, 
with increasing complexity and rapid changes, only learning systems will survive. These are 
dependent on human skills, experience and knowledge, in particular the ability to learn and 
act under uncertainty”. Docherty et al. (2002, p. 3) argue that “many modern work 
organizations are consuming rather than regenerating their human resources”, work 
intensive systems are ‘physically’, ‘cognitively’, ‘socially’ and ‘emotionally’ consuming. 
Sustainable work systems on the other hand regenerate rather than consume these elements 
through individual and collective growth. Zokaei et al. (2010, p. 7) state that much of the 
research on Lean concentrates on “the continuous flow pillar of Lean” and the separation of 
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thinking and doing which creates “dumbed down systems”. Pardi (2007) questions the Toyota 
Management System’s suitability (in French and UK plants) when moved outside the 
Japanese labour market and culture (Pardi, 2007).  

Despite that the term Lean production has been around since the 1990’s there remains no one 
standard definition. Åhlström & Modig (2011, p. 75) state that “there is in principle as many 
definitions of lean as there are writers who have attempted to define it” they go on to provide 
an insightful clarification as to why this is so, people describe Lean at various levels of 
abstraction from a philosophical level right down to a very specific level. Lean has been 
described as everything from a philosophy, a culture, relentless striving for continuous 
improvement to a toolbox. This may also be due to the fact that no two Lean implementations 
are the same in terms of their context or characteristics. The ‘Universal Application Qualities’ 
of Lean have been promoted virtually unabated, Arlbjorn et al. (2011). Pettersen (2009, p. 
137) describes the ‘Universal Application’ notion as an “obvious fallibility” that requires the 
development of an “adaptional approach” to the concepts implementation. The notion of 
‘Universal Application Qualities’ has been further complicated by the fact that some 
commentators bring forward ‘star cases’ of Lean implementation in the service sector as proof 
of its suitability, but in these cases it has only been ‘Lean tools’ that has been implemented 
not an all encompassing ‘system’ (Liker, 2004). 

Hines et al. (2011) and Collins (2001) both have something in common; they share the view 
that for organizational change to succeed, leadership is of the utmost importance. Hines et al. 
(2011, p. 10) state that the reason that Lean programs do not sustain is “to do with people, 
their leadership and their engagement, this is often made worse by a preoccupation with Lean 
and Six Sigma implementation tools”. He goes on to say that it is the leader’s role is to inspire 
trust, to focus on people and to have a long-range perspective, “this allows everyone in the 
organization to take part in the strategy process and to encourage everyone to get involved” 
(Hines et al. p. 17). What does the strategy process mean? And to what extent does everyone 
take part in it? This is not at all clear. What is also noteworthy to point out is the double role 
of Leadership, selling the vision of change outwardly as well as motivating the internal 
organization by legitimizing that change needs to happen exemplifies the double role (Hartog 
and Verberg, 1997).  

Collins (2001) characterizes leadership in 5 levels. Level 5 leaders have two sides. The first 
side, ‘professional will’; goes after great results. The second side ‘personal humility’; 
demonstrates modesty, acts with quite calm determination, channels ambition into the 
company and not themselves, works on developing successors, and looks elsewhere (rather 
than themselves) to apportion credit for success. But is the presentation of great leadership an 
over simplification of the reality that exists? Northouse (2010) would certainly seem to agree. 
Northouse is of the view that Leadership “is not a trait or characteristic that resides in the 
Leader, but rather a transactional event that occurs between the leader and the followers, the 
leader affects and is affected by followers” (Northouse, 2010, p. 3). This heavy focus on the 
importance on ‘leadership’ has in practice come at the expense of middle managements 
development (lean knowledge and expertise); in effect they are often left behind in the Lean 
transformation (Hines et al, 2011). This is something that Womack has on reflection been 
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critical of from experiences with Lean implementations in the 1990’s that led to a decline in 
Lean’s popularity (Womack, 2011). What makes organizations or agencies choose one 
management technology in preference over another, for example what may lead a public 
Government agency to choose Lean production in preference to Job Enrichment or Business 
Process Re-engineering? Perhaps examining how that choice is made may give some answers 
to that question. 

2.3	  The	  Management	  Technology	  Choice	  
Abrahamson (1996) states that ‘fashion setters’ such as consultants promote management 
fashions as well as management gurus and business and media publications. These have 
periods of ‘fashionably’ driven by national norms in relation to “rationality” and “progress” 
which in turn “govern management behaviour”. This behaviour is based on a collective belief 
system of what rational management progress is. This quest for progress may be in response 
to forces such as sociopsychological, economic conditions or a desire from management to 
learn new techniques. Abrahamson (1996) also discusses the various forms of rhetoric used 
when selling the argument that attempts to validate the fashion. In more recent research 
Abrahamson and Eisenman (2008, p. 742) discuss the further development of “fashion-setting 
markets” which repeatedly satisfy to excess (satiate) “fashion followers current and trending 
preferences”. Abrahamson and Eisenman (2008) also are of the view that these 
institutionalized fashion-markets may be causing “major protracted transformations in the 
managerial prescriptions that managers read, think about, express and enact behaviourally in 
organizations”.  

The expression of managerial behaviour in terms of the choices that are made have profound 
effects on employees “If we contrast job enrichment and its opposite, business process 
reengineering, job enrichment explicitly attempts to destroy routine work processes and 
render them intrinsically motivating to employees. In opposition, business process 
reengineering explicitly attempts to introduce routine work processes and extrinsic motivators 
to fit employees to these newly routinized and optimized processes” (Abrahamson and 
Eisenman, 2008, p. 742).  

The above discussion on management fashion is considered highly relevant in terms of 
examining facilitators and barriers. Management consultants and gurus may facilitate Lean 
implementations by providing new knowledge and support to organizations in the initial 
stages of implementation. The popularization of the Lean fashion may also give rise to 
increased levels of publications on the subject as well as forums and networks where 
knowledge and experience sharing occur, further facilitating the implementation. But what 
happens when the consultants leave the organization, do the organizations develop beyond the 
introductory Lean implementation stage or do barriers to further development arise? Liker 
(2004) and more recently Arlbjorn et al. (2010) research would seem to suggest that 
organizations on some occasions seem to become stuck at the point where they initially 
entered the Lean implementation (process Lean). Why they become stuck is less clear. 

This chapter concludes with a summary of facilitators and barriers to Lean implementation 
that have been taken from the literature review.  



	  
	  

11	  

2.4	  Summary	  of	  Facilitators	  and	  Barriers	  
What I have attempted to do here is to identify key factors from the presented literature that 
may act as facilitators or barriers to Lean implementation. Whether or not they act as one or 
the other may be dependant on which approach is taken by the implementing organization. 
Six key factors have been chosen, they are as follows; 

1. Motivation for implementing Lean: Carter et al. (2011), Seddon (2003), Liker (2004). 
2. Implementation approach: Pettersen (2009), Zokaei et al. (2010). 
3. Use of human resources: Docherty et al. (2002), Zokaei et al. (2010). 
4. Level of Lean implementation: Arlbjorn et al. (2011), Åhlström and Modig (2011). 
5. Support from the external environment: Brunsson (1989), Brunsson and Sahlin-

Andersson (2000). 
6. Leadership: Hines et al. (2011), Collins (2001), Liker (2004).  

The motivation behind implementing Lean according to the literature can range from a long-
term perspective at the expense of short term gains, to a cost cutting public sector 
reorganizational strategy. The manner in which it is implemented can take on a standardized 
form to a more adaptional approach where the context and characteristics of the organization 
shape the type of Lean which may be implemented. Are tasks and activities designed in such a 
way that they promote regenerative work or do they simply consume human resources? 
Support from the external environment, how does the Government and other parties directly 
or indirectly influence the Lean implementation. And finally how does leadership facilitate or 
pose barriers to Lean implementation and subsequent development. Figure one summarizes 
the literature review by showing how each of the six key elements may either be a facilitator 
or a barrier to lean implementation, depending on the approach of the implementing 
organization. 

Figure	  1.	  Lean	  Facilitators	  and	  Barriers	  
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3.	  Theoretical	  Framework	  	  
In this chapter I will introduce and explain the theoretical framework that will be used in 
analysing Migrationsverkets case. The theoretical framework is made up of two parts. I will 
use the Three Levels of Lean Perception Model, which Arlbjorn et al. (2010) used in their 
research of Lean implementations in the municipal sector in Denmark.  I will also use Knight 
et al. (2007) research where they examine the demands on the public sector, which are distinct 
to that of the private sector. I do this because of the following reasons. The Three Levels of 
Lean Perception Model is useful for examining how far the organization went in their Lean 
implementation (internal in focus) but the model is less useful for making an evaluation on 
what influenced the organization from an external perspective in its Lean implementation.  

The literature suggests that Lean implementation facilitators and barriers exist within 
organizations but there is very little discussion on if Lean implementation facilitators and 
barriers also exist externally and if they do are they having an effect on what is going on when 
Lean is about to be or in the process of being implemented? This question cannot be answered 
by using Arlbjorn et al. (2010) model alone. Therefore I have made use of Knight et al. (2007, 
p. 17) research where they list and categorise the additional demands associated with public 
sector organizations that are described as being ”greater and more varied” than those in the 
private sector (Arlbjorn et al. 2011, p. 284). The two part theoretical framework chosen here 
(using both an internal and external perspective) may give a more informed view of what is 
happening at the agency in its endeavours in implementing Lean.  

Even though that Arlbjorn et al. (2010) and Knight et al. (2007) research examines public 
sector procurement, I believe that using this research is relevant for the following reasons. 
Procurement as I understand it, has as it’s objectives, the intention to higher standards and is 
concerned with creating value for money for the taxpayer. Secondly the characteristics of the 
demands described have much in common with the framework under which public sector 
municipal agencies operate in Sweden.  

3.1	  Lean	  Level	  Perception	  Model	  	  
Lean is described as a system that should operate on multiple levels at the same time if it is to 
be successful according to Arlbjorn et al. (2010) and Liker (2004). What more recent research 
in this area tells us is that Lean is described from two main perspectives, a practical 
perspective and a philosophical perspective. In addition to the two perspectives, Lean exists 
”in two levels, operational (using shop-floor tools) and strategic (customer-centred strategic 
thinking)” (Arlbjorn et al. 2010 p. 281). Arlbjorn et al. have used the Three Layers of Lean 
Perception Model in their research of municipalities adoption of Lean production in Denmark. 
I have shown hereafter where Arlbjorn et al. (2010) have gathered their research to build the 
model as stated in their research paper.  

The model is divided into three levels. Level one which ”can be labelled as the basic 
philosophy of Lean” is drawn on the work of Hines et al. (2004). Level two, Lean’s five 
principles is drawn from the work of Womack and Jones (1996), Hines and Talyor (2000) and 
Liker (2004). The third level comprising of tools and techniques which first appeared in Just 
in Time, Total Quality Management and Constraints Management is drawn from the work of 
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Schniederjans, (1993); Kanji and Asher, (1996); Boyd and Gupta, (2004); Gupta and Boyd, 
(2008). Toolbox Lean as classified by Shah and Ward, (2003, 2007) and Pettersen (2009) is 
also included in the third level. Arlbjorn et al. (2010, p. 282) state,”an organization should 
practice at all three levels, while keeping the implementation of principles at the same level as 
the most central issue”. This is consistent with other research that takes a systems view. For 
instance Liker (2004, p. 12) states that ”most Lean companies embrace Lean tools but do not 
understand what makes them work in a system” they implement Lean at one level largely 
ignoring the others. The Three Levels of Lean Perception Model is illustrated below.  

Figure	  2.	  Three	  Levels	  of	  Lean	  Perception	  Model	  

 

3.2	  Categorization	  of	  Public	  Sector	  Demands	  
It has been previously stated that the demands on the public sector may be greater with an 
increased incidence of variety. Variety also exends to the characteristics of individual public 
sector organizations. Knight et al. (2007, p.17) discuss four demand categories that are of 
particular relevance to the public sector and which are considered of particular value in 
analysing Migrationsverkets case.  

1. External Demands; Transparency, integrity, accountability and exemplary.  
2. Internal Demands; Multiple goals, political goals and multiple stakeholders.  
3. Context Demands; Budget driven, open budget and interdependent budgets. 
4. Process Demands; Rules and procedures and co-operation with other public entities.  

Each of the above demands may have to be adapted to the context in which the organization 
or in this case the agency finds itself in. For instance external demands in terms of 
transparency from an agencies perspective may take the form of periodical reporting of use of 
budget provisions and adherence to Government set targets. It is not intended to go into detail 
here on each of the four. This will done later in the results chapter.  
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4.	  Method	  
The implementation of Lean Production in the public service sector has been receiving 
increasing attention in recent years. However the application of Lean Production in the 
municipal sector is a relatively new area of research (Arlbjorn et al. 2010). A case study was 
carried out at the Swedish Migration Board because Migrationsverket is a very early adaptor 
of Lean Production and therefore could be described as a ‘critical case’ (Saunders et al. 
2009). Migrationsverket as a Government agency is considered to be an example of 
successful implementation by the Government. Government agencies may to varying degrees 
be interdependent in order to complete the value chain1, therefore the creation of synergies 
across agency boundaries in terms of a common management technology such as Lean 
production may be considered attractive in public sector agency reform (SVT, 2012, Del 2).   

The case study focused on the asylum and reception categories only, because Lean has not 
been fully implemented across the other areas of the agency at the time this research was 
carried out. This research into Lean implementation facilitators and barriers is considered 
important in the public agency context due to the strong influential relationships that exist 
between Government departments and agencies as well as the need for agencies to co-operate 
with other public entities. The demands that public sector agencies face may exhibit 
themselves in the form of facilitators and barriers to implementing Lean within Government 
agencies something that is currently not well understood. This approach attempts to evaluate 
and draw findings using a case study approach of a large Government agency, which seems to 
have a strong interdependent relationship between the agency and the external environment in 
which it is embedded. For the above reasons this research is therefore considered valuable.  

4.1	  Research	  Design	  	  
The research design took a deductive case study approach, examining the implementation of 
Lean production at the Swedish Migration Board, Migrationsverket. The case study focused 
on the areas of asylum and reception. I decided to interview seven individuals as part of the 
empirical data gathering. Three of those were from management, three were employees 
representing different grades within the agency and a trade union representative was also 
interviewed. The interview themes or questions were developed from three sources. 
Abrahamson (2006) and Abrahamson and Eisenman (2008), Knight et al. (2007) and Arlbjorn 
et al. (2010). The themes and questions were developed in order to evaluate if there was 
evidence of facilitators and barriers in Migrationsverkets Lean implementation. Lean 
implementation facilitators are understood to be activities, issues and or events that occurred 
or are still occurring that assisted the agency in any way in the Lean implementation process. 
Lean implementation barriers are understood to be activities, issues and or events that 
occurred or are still occurring which obstruct the Lean implementation process. The following 
table gives an overview of the main theoretical subjects as well as those who carried out the 
research. In the right hand column the reader can find the themes that were discussed with the 
interviewees. The categorization of demands will be summarized in the conclusion of the next 
chapter.  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
1 The value chain from the customer perspective in some cases spans the boundaries of public sector agencies 
such as Migrationsverket, Polisen and Kriminalvården.    
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Table	  1.	  Theoretical	  Framework	  Table 
Main Subject:  Author(s) / Year  Interview Themes Linked to Theoretical Framework.  
Management 
Fashions; Theories on 
management fashions, the 
enduring effects 
of powerful rhetoric’s/ 
Employment management 
techniques; Language 
promoting and diffusing 
then demoting and 
rejecting management 
techniques.   
 
 
 
Lean Applications 
in the municipal 
sector; Lean Concept 
Model, diving Lean into 
three levels of abstraction; 
Philosophy, Principles, 
Tools and Techniques. 
Discussion on the 
characteristics of public 
service sector 
characteristics 
 
 
Procurement; 
Demands on public sector 
procurement. 
Characterization of public 
sector demands.   

 
Abrahamson E (1996) 
 
 
 
Abrahamson E and 
Eisenman M (2008) 
 
 
 
 
 
 
 
 
 
Arlbjorn, Jan Stentoft. 
Freytag, Per Vagn. De 
Hass, Henning (2010).  
 
 
 
 
 
 
 
 
 
 
 
Knight et al. (2007, p. 
17) 

Management:  
- Lean Production choice in preference to other alternatives? 
- First exposure to Lean Production; Ex: Consultants, Literature, and 

other organizations/agencies.  
- Interpretations & Understandings of what potentially Lean may deliver 

for the agency? 
Staff: 

- Initial understandings of Lean as a concept?  
- How did employees initially think that Lean production might influence 

the work environment?   
- How did employees think that Lean adoption would influence their 

tasks (skill levels, task variety, and relationship with the customer? 
 
Management:  

- Definition of agency philosophy. 
- Description of waste identification and reduction.  
- Value identification – definition and measurement techniques.  
- Description of Lean level–Philosophy, Principles, Tools and 

techniques.  
- Description of the principles adopted from Lean. 
- Definition of the customer.  
- Description on the demands on the agency. 

(internal/external/context/process) 
- Characteristics of Government-agency interaction. 
- Characteristics of agency interaction across boundaries. 

Staff:  
- Description of new tools and techniques. 
- Understanding of value and waste. 
- Flow in relation to case processing- internally and at agency 

boundaries.  
- Description of continuous improvement – examples.  
- Definition of the customer. 
- Evidence of altered management control and production techniques.  
- Evidence of altered interaction between employees and management 

within the agency post-Lean production’s adoption.    
 

 

4.2	  Data	  Gathering	  	  

4.2.1	  Primary	  Data	  	  
Primary data collection was limited to data related to the asylum and reception divisions of 
Migrationsverket. In total seven candidates were interviewed. The head of operations for 
asylum as well as the head of operations for reception were interviewed. These managers are 
the most senior management within the agency reporting to the General Director. The project 
manager for Shorter Waiting was also interviewed. The project manager has been leading the 
development and implementation of Shorter Waiting and the subsequent adoption of Lean 
production. Staff interviews were carried out at Migrationsverkets unit at Kållered, 
Gothenburg. Three staff members were interviewed there as all three work in Kållered. The 
staff interviewees represent the roles of administrator, case officer and application deciding 
officer. A senior trade union representative was interviewed because the trade unions have  a 
strong presence in public sector agencies in Sweden and play a significant role as a partner 



	  
	  

16	  

with management2 (Arbetsgivarverket, 2012). All of the interview subject’s chosen had been 
employed prior to and subsequent to Shorter Waiting’s implementation. This in my view 
qualified them as the most viable interview candidates. In advance of the interviews each 
interviewee was sent a document containing information pertaining to the interview. The 
document included a personal introduction, contacts at the university, why Migrationsverket 
was chosen as a case study, time and place as well as a list of themes/questions that would be 
discussed. Five of the seven interviews that were conducted were digitally recorded with the 
permission of the interviewees and later transcribed by the writer. Two interviewees declined 
to be recorded, handwritten notes were taken instead.  

The interviewer has previous experience of interviewing but this was the first time to 
interview candidates in the Swedish language. The recorded interviews ensured a high level 
of quality and reliability as well as making it easier for the interviewer to follow up on 
interesting comments by the interviewees (Saunders et al. 2009). All but one of the interviews 
was carried out in the Swedish language. I have translated the interviews from Swedish to 
English. On reflection this made the task more difficult but allowed the interviewee to 
concentrate on telling their story free from having to present their answers in another 
language. This in my view improved the quality of the interviews. The formulations of the 
themes or questions used in the interview were of an open and broad nature. This helped to 
avoid bias and also allowed the interviewer to ask a series of more probing questions that 
focused on extracting information from the interviewees based on their own experiences. This 
type of interview technique allowed the interviewer to extract information on what level or 
levels of Lean that Migrationsverket is active at (Saunders et al. 2010, p. 332). The following 
table outlines in detail the characteristics of the interviews that were carried out as part of this 
research.  

Table	  2.	  Interviewee	  Characteristics	  Table	  
Interviewee’s 
Position/title  

Location & date of 
Interview  

Interview 
duration  

No. of 
transcribed 
words 

Additional information 

Trade Union Representative  Stockholm  
2012.03.27 

50 minutes  870 Interview notes only. 

Employee 
Administrator  

Kållered, Gothenburg  
2012.03.19 

55 minutes  977 Interview notes only. 

Management 
Project Leader,  
Kortare Väntan  

Head office, 
Gothenburg  
2012.03.19 

97 minutes  10,812 Transcribed interview.  

Management  
Head of Operations, Reception 
Division 

Head office, Stockholm  
2012.03.23 

43 minutes  3,633 Transcribed interview.  

Management  
Head of Operations, Asylum 
Division  

Head office, Stockholm 
2012.04.04  

40 minutes 2,999 Transcribed interview. 

Application deciding officer  Kållered, Gothenburg  
2012.03.19 

32 minutes  2,375 Transcribed interview 

Case Officer  Kållered, Gothenburg 
2012.03.19 

39 minutes  3,190 Transcribed interview  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
2	  	  This special relationship is prescribed in collective agreements (Kollektivavtalet) and local agreements on 
collaboration (Samverkansavtalet).	  
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4.2.2	  Secondary	  Data	  	  
Secondary data has been collected from a number of sources. Annual reports and other 
publications were downloaded from Migrationsverkets website as well as relevant material 
from the Swedish Government’s website sources in the form of Official Government Reports 
(Staten’s Offentliga Utredningar). Webcasts of Government forum discussions on the topic of 
Lean implemtation at Government agencies was also watched and referred to in this research. 
Migrationsverkets management have also provided a number of their own latest publications 
on Shorter Waiting and Lean.  
 

4.3	  Data	  Analysis	  	  
The transcribed interviews were subsequently analysed and results used to assist the 
compilation of facilitators and barriers presented in the discussion chapter. The questions 
followed a chronological path that allowed the interviewee to recall events prior to and 
subsequent to Lean’s implementation. This recollection process provided space for the 
interviewees to ”reveal attitudes” and for the interviewer to ”obtain facts” based on those 
experiences, (Saunders et al. p. 337). The themes varied for management, staff and the trade 
union representatives but were tied to the theoretical framework. The relationship between the 
theoretical framework and the interview themes are illustrated in the theoretical framework 
table presented in the previous chapter.  

I am of the view that the interviews varied in terms of to what degree each of the interviewees 
revealed their attitudes. This can be attributed to the sensitive nature of the work that they 
carry out and that all the interviews with employees and management were carried out at their 
place of work. Sensitivity was something of an ethical consideration when interviewing and 
when writing the thesis. Judging just how far one could go in the analysis while respecting the 
identities of the interview candidates as well as Migrationsverket as a public Government 
agency was considered of upmost importance. In total the interviews resulted in almost six 
hours and 24,856 words of transcribed material. 
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5.	  Results	  	  	  	  	  
This chapter will begin by discussing what led Migrationsverket to choose Lean. Thereafter I 
will go into detail on the implementation or ’going Lean’ as it is referred to. I will re-
introduce the demand characteristics based on Knight et al. (2007) research after the first 
section and summarize. I will do likewise in relation to facilitators and barriers that have been 
identified from the literature in chapter two, at the end of this chapter. These two summaries 
will then along with Arlbjorn et al. (2010) Three Levels of Lean Perceptions Model, form the 
basis of the theoretical analysis that will be presented in chapter six.  

5.1	  Why	  Lean	  Production?	  	  
In 2007 Migrationsverket, at the request of the Government, began discussing how to address 
the problem of long delays in processing asylum applications. At the same time the 
Government commissioned a report to investigate the asylum process called Active Waiting. 
The focus of the report was “to see the asylum process as a whole” covering “employment, 
housing, economic assistance to the individual, social care, state reimbursement to 
municipalities and repatriation in the case of rejection of asylum seekers” (Statens offentliga 
utredningar, 2009, p. 51). The costs associated with long delays were considered a burden on 
state finances as well as a burden on those seeking asylum (Migrationsverket Antologi, 2011, 
p. 13).  

In 2008 the General Director, took the decision to bring in the services of Mc Kinsey 
consultancy firm to carry out a work process examination in the form of a project called 
Shorter Waiting, “through contact with a large international consultancy company it very 
soon become clear to us that Lean is the dominant development model in the service sector 
market” (Migrationsverket Antologi, 2011, p. 14). “The first name used was not Lean, it was 
Kortare Väntan, first came Kortare Väntan then we had to learn us Lean” (Employee, 
Migrationsverket). Government pressure for change in Migrationsverket was driven by a need 
to “produce more services for the tax payers money” (Dagens Nyheter, 2008).  

The Governments goal of a maximum six months to process asylum applications was 
something that Migrationsverket despite its efforts, could not deliver upon (Dagens Nyheter, 
2008). The report the Government commissioned in 2007 was published in February 2009. 
The report stated that developments in the area of migration could be financed by “a 
shortening of asylum processing times at Migrationsverket” it went on to state that “a 
reduction of asylum processing time by two months could result in a cost saving of almost 400 
million Swedish Kronor” (Statens offentliga utredningar, 2009, p. 21).  

A report was published in 2008 outlining the changes that would be required to rectify issues 
within the agency. There was much “hype” surrounding the report and what was going to 
happen (Manager). There was fear that the structure of the organization was going to be 
changed but this was something that was resisted by the General Director to the ”surprise” 
and relief of those inside the administration (Manager). The report was given to the project 
manager of what is now known as the Shorter Waiting project with the ”order to turn this 
into actual practice in a pilot program”. The term Lean or what it meant, was not something 
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that management had any great knowledge about other than understanding that it was a way 
of working that came from Toyota, ”the Toyota Model” (Manager).  

Somewhere in the region of 75 % of the report was adopted, the remainder was not considered 
relevant as “there are always things in these reports that are a bit far fetched or require legal 
changes” (Manager). The report examined the process ”it looked into the problems, and it 
looked into some ways to solve these problems” The main problem was how to design a 
process so that the oldest asylum cases would be examined first in order to meet the six month 
deadline set by the Government. There was very little in the report about Lean, values and 
principles. That was something that emerged months afterwards (Manager). 

Mc Kinsey recommended that teams in the project should comprise of employees from right 
across the agency and not just from one area. Mc Kinsey’s view was that this would create a 
’big picture’ perspective across the entire agency. The pilot project took place in Gothenburg 
”the reason for that was very simple, it was because of the set up of the units, it looked very 
good in the sense that there was enough people, it wasn’t too big, it wasn’t too small, and we 
were organized in one location” (Manager). The teams came from one unit and staff were 
expected to have a ”big picture perspective inside the unit” (Employee).  

In 2009 Migrationsverket set up an external reference group to act as monitors in 
Migrationsverkets progress with Shorter Waiting. The reference group consists of members 
from the Swedish Bar Association, The Red Cross, and the United Nations Refugee Agency 
(UNHCR). This external reference group meets two to three times each quarter, “basically 
just sitting down and saying this is what we aim to do, this is how we are trying to do it and 
we answered their questions, so it was very much a question of getting them on board” 
(Management, Migrationsverket). The reference group continues to be active as work 
continues.  

The European Refugee Fund (ERF) provides project funding. Migrationsverkets latest project 
”The Learning Organization” received somewhere in the region of SEK 18 Million. In return 
Migrationsverket is subject to external evaluation (Management, Migrationsverket). 
Migrationsverkets activity is also subject to European legislation on migration. EU 
Legislation has a significant influence in determining how Migrationsverkets employees carry 
out their tasks. One example of this is that the EU (through legislation) frames what kind of 
questions can and cannot be asked in asylum interviews depending on whether or not a legal 
representative (acting on behalf of the applicant) is present (Manager, Migrationsverket). 

The Swedish Parliament (Riksdag) plays a central role controlling the activity of the agency. 
Each year the Riksdag publishes a ‘Regulation Letter’ (Regleringsbrev) for the incoming year. 
The Regulation Letter sets out in great detail service specification, target demands, reporting 
requirements, as well as how the budget should be used. The following table illustrates the 
level of descriptive detail set out in the ‘Regleringsbrev’ for 2012 (Justitiedepartmentet, 
2011). 	  
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Table.	  3	  Regleringsbrev-‐Activity	  Setting	   
1. Goal Setting.  
Progress Reporting 

§ Targets set in relation to case processing times for different application types. 
§ Reporting requirements, on application processing times and reasons for non-fulfilment of 

government set targets in each case. 
 

2. Organizational 
Structure. Control 

§ Demands in relation to, the use of human resources, “using employees in a more flexible way and 
by doing so increasing cost effectiveness in the organization”.  

 
 
3. Assignments  

 
§ Demands for: Increased collaboration and coordination between Migrationsverket and the 

Swedish Employment Services Agency (Arbetsformedlingen), The Swedish Social Insurance 
Agency (Försäkringskassan), The Group Municipalities Board (Länstyrelserna) and The Swedish 
Police Board (Rikspolisstyrelsen) amongst others.  

	  
§ Reporting requirements in relation to; Migrationsverket contribution, (in the 12 month period), to 

the development of Sweden’s policies on global development with specific reference to Migration.  
 

4. Finances  § Allocated budget: Including a detail financial breakdown on expenditure. For example; 
international activities, official travel and activity in relation to Sweden’s presidency of the 
General Directors Immigration Services Conference (GDISC). The GDISC is a network of general 
directors from 33 countries that come together once a year to “address issues in the field of 
asylum and immigration”, (gdisc.org) 

 

 

Migrationsverket is required to submit budget proposals to the Department of Justice at the 
beginning of March each year outlining the agencies current situation, the prognosis for the 
next three years and the financial resources that are required to meet the future expected 
demands on the agency (Migrationsverket budgetunderlag, 2010).  

The process from asylum application to placement in the municipality is far from a smooth 
and well functioning process from the applicant’s perspective. Many municipalities refuse to 
take asylum seekers, particularly children. This has led to a situation where children and 
adults are forced to live in ‘transit accommodation’ creating bottlenecks in the flow. The 
political response to this problem is Government’s intention to force municipalities to take 
asylum seekers by enforcing legislation, something that the Swedish Association of Local 
Authorities and Regions (SKL), is strongly opposed to (SVT, 2012). The Regulation Letter 
states (in the case of first time asylum applications) that “time from application till the 
applicant is residing in the municipality should take no longer than six months 
(Regleringsbrev, 2012). If municipalities refuse to take asylum seekers, Migrationsverket 
cannot meet the targets set by Government.   

Migrationsverket often finds itself in the media spotlight. In November 2011, the media 
reported on the unprecedented amount of people who were stuck in Migrationsverkets 
processing system “ This is not sustainable, the good idea of the establishment of reform is 
that immigrants can get quickly started, now the effect is the opposite, Caroline Henjered, 
Department Manager ‘Reception’ Division” (Dagens Nyheter, 2011). Overcrowding at transit 
accommodation has led to problems in relation to health and safety issues for employees and 
residents, people sleeping in corridors, and general risk of violent situations arising where the 
Police have had to intervene are not uncommon (Dagens Nyheter, 2011). Accommodation has 
been criticized, the living situations impact on individual asylum seekers mental health and 
general levels of stress are significant (Sveriges Radio, 2011).  
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The Trade Union of Civil Servants, (ST), has raised issues of concern in relation to the work 
environment, especially escalating trends of threats and violence in the workplace (SVT, 
2012). Most recently media attention has been focused on the heated debate between the 
Minister for Migration, Tobias Billström and the president of the Swedish Association of 
Local Authorities and Regions (SKL). SKL is of the view that increased Government 
regulation is not the answer. According to Lennart Gabrielsson Vice President of SKL“We 
have a system designed to take around 400 children a year. This year three thousand children 
are estimated to seek asylum in Sweden. The Government must develop a more flexible 
system, not a more rigid one” (SKL, 2012).   

5.1.1	  Summary	  –	  Public	  Sector	  Demands	  
When using Knight et al. (2007) categorization of public sector demands it is clear from the 
above discussion that there seems to be a presence of demands at Migrationsverket in relation 
to each of the four categories. They are as follows:  

1. External Demands; Transparency, Integrity and Accountability. 
i. Government: Department of Justice. 

ii. External Reference Group: Swedish Bar Association, Red Cross.  
iii. European Refugee Fund: Part financing Lean implementation. 

2. Internal Demands; Political goals, Multiple Goals 
i. The Government: Reach into the agency through the Regleringsbrev 

(targets)  
ii. Senior Management: Resistance to organizational structural change. 

iii. Employees: Varying degrees of acceptance of Lean implementation.   
iv. Trade Unions: ST’s concern over changes to the work environment. 

3. Context Demands; Budget driven 
i. Yearly Regleringsbrev (regulation letter, budget specification). 

4. Process Demands; Rules and Procedures 
i. Regleringsbrev: highly prescriptive on work methods and reporting 

processes. 
ii. National and European Legislation: Influencing management control 

right down to individual tasks, Ex: method of interviewing application 
candidates. 

iii. Co-operation with other public entities: Ex, Swedish Association of 
Local Authority and Regions, SKL.  

5.2	  Going	  Lean	  at	  Migrationsverket	  
Before the Shorter Waiting project began in 2009, the average waiting time for the processing 
of asylum applications was 267 days. That number has dropped to 111 days in March 2011 
(Manager, Migrationsverket). In the fall of 2010, the decision was taken to spread Lean 
throughout the entire organization, (Migrationsverket, Antologi, 2011). 

A newly established ’Lean Centre’ has been set up within Migrationsverket as an outcome of 
the Shorter Waiting project. The centre has a number of new initiatives that are in various 
stages of development, including;  
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• Education Programs for: Management, Key Staff, Change Agents. 
• The development of a Lean textbook entitled ”Lean at the Migration Board”. 
• Appointment of 5 Lean Facilitators.  
• Lean Intranet Training Program for: new entrants and those wishing to update their 

Lean Knowledge.  
• Dialogue Mapping: Addressing central issues within the agency, defining the client or 

the customer, behavioural approaches to customers.  
 

The long-term goals for those within the Lean Centre are clear ”what we are trying to do here 
is to increase our ability and decrease our need for external consultants”. There are also 
aspirations that reach beyond Migrationsverket,”We want to create these programs to be the 
best possible programs on Lean management in the public sector” (Manager). But what has 
happened at task level within Migrationsverket and what has been the response to change?  

Although tasks remained largely unchanged, target control measures and distribution of tasks 
have changed significantly. The work method was standardized and captured in a nine 
hundred-page handbook developed by Migrationsverket that was ”planned like the invasion 
of Normandy, it was incredibly detailed” (Manager). The only way to change the standard is 
through improvement in the form of suggestions that are lifted up the hierarchical chain of 
command. This is something that is experienced as near to impossible from an employee 
perspective, “The risk is, if you believe so much that it is the standard that applies, there 
becomes a problem when reality is different from the standard. What should you do? Should 
you change the standard or change the reality” (Employee Migrationsverket).   

Historically there were between twenty five and thirty staff in a unit who were assigned their 
cases by the manager, ”you handle them” where the case officer was sick or on vacation the 
cases were awaiting him or her on returning to work. Staff to a large extent also decided over 
their own schedule. Teams were subsequently introduced ”the idea was very simple, the 
teams were responsible for the cases not the individual” (Manager). Prior to Kortare Väntan 
staff had higher levels of autonomy when it came to setting the number of tasks they would 
complete each day.  

Morning meetings and the use of whiteboards at the units were introduced. The morning 
meetings are of 15 minutes duration with a one-hour meeting on a Friday in which the 
whiteboard takes central stage. From the employee perspective “A control function has 
sneaked it’s way in, something that is much clearer today and a focus on each individual and 
what each individual produces, they follow up in detail, week for week, day for day what 
employees do. That kind of focus was not there previously” (Employee).  

The electronic booking system is also a new feature. An assistant gives the applicant a notice 
when to attend for an interview, then enters the times and dates into each of the case officers 
calendars. This is a considerable departure from scheduling their own time and has been 
criticized by the staff and the trade unions because staff had no control over the calendar at 
all. Management said this was necessary in order to be able to coordinate staff activity.  
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The new ways of working have received mixed responses, according to the trade union ”there 
are some staff who think the new way of working is interesting and exciting, but they are the 
ones who have no problem meeting the targets, but they are few”. The new tasks proved too 
much for some of the staff. Some resigned for reasons including ”zero development 
opportunities” others because they simply ”could not cope with the tempo” (Trade Union 
Official).  

Other new aspects have been introduced but have not lived up to their promise. The idea of a 
new ”Coaching Style of Leadership” was to be delivered at task level by initiatives such as 
’Case Reviews’ (Ärendegenomgång) and ’Applicant Interview Observations’ (Medsittningar). 
These knowledge and development supports have in the eyes of staff been side-lined in 
circumstances where there are staff shortages, for example, the team leader having to step in 
to help clear the caseload.  

The Employee Satisfaction Index NMI, has fallen considerably since 2009 as has the 
Customer Satisfaction Index NKI (14 % drop). Migrationsverket reports that the fall is due to 
increased work levels, intensive development and issues with the budget. In the case of 
customers, Migrationsverket state that the reason for the drop in customer satisfaction is that 
applicants do not feel they are getting properly informed. The NMI also points out a lack of 
satisfaction with leadership (Årsredovisning, 2011). The trade union agrees on the point of 
leadership, especially at unit level. The trade union states that offensive behaviour (kränkande 
behandling) as well as discrimination in some instances is also part of reason for discontent 
amongst employees.   

According to both management and employees there were no fundamental changes to the 
tasks, these remained virtually unchanged. The interviewing, photographing and 
fingerprinting of applicants continued just as before. What was new was the introduction of 
standardization in respect to how long these various tasks would now take. The intensity of 
the workload also changed. One employee described it as the introduction of the ”conveyor 
belt”. The standardization of the tasks, especially in relation to the amount of time allocated is 
something that the employees interviewed were critical of, ”from the pilot they (referring to 
the consultants) concluded that it would take x amount of minutes to register an asylum 
application, they didn’t include complex cases and we objected to this, we were told; we will 
succeed with this pilot” (Employee).  

Targets in relation to task times may led to situations arising where the quality of the 
application process including legal quality can be compromised (Manager). Quality in relation 
to ”respect for people” can also be compromised, but quality is based largely on things that 
are measurable, such as the percentage of cases from the court that are sent back to 
Migrationsverket to be reinvestigated. The content of the first interview with the asylum 
applicant can include a wide range of sensitive issues but due to allocated standard times for 
such tasks the interviewer can be in a position where they have to stop the applicant from 
verbally making their case because time has ran out, “I have to stop them from speaking, I feel 
embarrassed” (Employee). What value does it create to standardize such interactions or is it 
so that costs are created as a result?  
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One of those cost that arises is cutting corners. This is due to a lack of sufficient time to carry 
out investigations properly because the time allocated in the standard for the task may not be 
sufficient, “if someone was to get a habitual residence permit (uppehållstillstånd), it can be 
good enough to give an uppehållstillstånd but perhaps you don’t continue to examine 
protection grounds, for example to see if someone is classed as (flytking) fleeing or not, this is 
a worry”. Lack of time to carry out tasks properly has resulted in employees “pride in their 
work disappearing” (Employee, Migrationsverket).   

Management simply say it is just for the ”interviewer to take the time that is required” but 
this proves difficult in circumstances where the employee’s electronic calendar has another 
task booked directly after. Lead times between tasks have been reduced leaving little room for 
margin. Quality is largely determined by the percentage of cases returned from the court 
(something that is measurable). This has become the yardstick on which success is measured. 
Measuring respect for people (one of Migrationsverket Lean principle pillars) is something 
much more difficult, its also subjective by nature.  

I have approached the Department of Justice in relation to the setting of targets and in 
particular the six-month target for the investigation of asylum cases (initial applications). The 
Department of Justice has not been able to give an answer on how it set the target despite 
discussing the matter with two department officials on two separate occasions. The only 
explanation furnished was ”that it has been this way for a long time” (Official, Department of 
Justice). 

In relation to asylum cases that have come in after 2011, the department has reduced the 
application target from five to four months (initial applications). Setting of tighter targets is a 
typical move in the public sector when agencies are beginning to show progress according to 
Seddon (2003). Target chasing of this nature is counterproductive. The drive to succeed 
within Migrationsverkets Shorter Waiting project has been very strong. Management is open 
in recognizing that ”we have made mistakes along the way” (Manager). They have also been 
self critical of their leadership abilities and this is something that is currently under the 
spotlight in internal discussions and forms one of the five goals set out in the latest project; 
The Learning Organization” (Projektdirektiv, 2012)3. Although the Project Manager for 
Shorter Waiting had not so much knowledge of Lean in the beginning, it is very clear that, 
that knowledge has grown and deepened substantially, as has an understanding of what 
roadblocks (in the form of external and internal demands) are standing in the way of 
developing a Lean beyond the process level. But outside the ’Lean Centre’ that level of 
understanding varies.  

Migrationsverkets Lean success story has been gaining ground. There is optimism at agency, 
Government and international level. Migrationsverkets Lean journey has attracted the 
attention of many. There is a pattern emerging here. Lean seems to be seen as a possible cure 
for the apparent inefficiencies in the public sector and a way of cutting costs. General 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
3	  The Project Directive (Projektdirecktiv 2012) is an unpublished internal document – property of 
Migrationsverket.	  	  
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Directors (appointees of the Government) with recent exposure to Lean are being spread out 
to propagate Lean across public sector agencies.   

5.2.1	  Summary	  -‐	  Facilitators	  and	  Barriers	  	  
Chapter two concluded with a summary of six key issues that may (depending on the agencies 
approach) act as either facilitators or barriers to Lean implementation. Let us re-introduce 
those six key issues here again and see from the discussion in this chapter where 
Migrationsverket is at in terms of each of the six key issues. A more detailed discussion on 
facilitators and barriers is provided in the next chapter. 

1. Motivation for implementing Lean: 
i. Fundamental agency change. 

ii. Cost cutting: increase tax expenditure’s effectiveness.   
2. Implementation approach: 

i. Standard: Task standardization and simplification. 
ii. Migrationsverket was self-selective: 75 % of Mc Kinsey’s 

recommendations implemented. 
3. Human resources:  

i. Consumption: Low levels of employee motivation (NMI). 
4. Leadership: 

i. Traditional hierarchal leadership style.  
ii. Varying degrees of resistance to change. 

iii. Varying degrees of Lean knowledge and competence.  
5. Level of implementation: 

i. Will be answered in detail in the next chapter.   
6. Support from the environment:  

i. Support is primarily of a financial nature.  

Figure three below illustrates where Migrationsverket seems to be (shown by the red line) in 
terms of the six key issues at the time the research was carried out.  

Figure	  3.	  Migrationsverket:	  Facilitators	  and	  Barriers	  	  
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6.	  Theoretical	  Analysis	  	  	  
In the opening section of this chapter Migrationsverket is analysed using Arlbjorn et al. 
(2010) Three Layers of Lean Perception Model. Thereafter I will return to Knight et al. (2007) 
categorization of demands and the six key Lean implementation issues from chapter two. I 
will then present a detailed discussion on facilitators and barriers to Lean’s implementation at 
Migrationsverket.    

6.1	  Migrationsverket	  -‐	  Three	  Levels	  of	  Lean	  	  
In this section each of the characteristics of The Three Layers of Lean Perception Model will 
be listed and then each characteristic in turn compared to Migrationsverkets Lean 
implementation experience (Arlbjorn et al. 2010, p. 282).   

6.1.1	  Level	  1	  –	  Philosophy	  
1. To reduce waste:  

Migrationsverkets philosophy according to the model is a focus on the reduction of waste but 
the term philosophy is not used at Migrationsverket “ I guess we more or less got the idea 
that there was a philosophy but say the word philosophy at a Government agency and they 
will hit you” (Manager). In Migrationsverkets case, waste is understood in terms of the 
number of days (exceeding the Government targets) that applicants remain in 
Migrationsverket processing system. Therefore what is classified as waste is determined to a 
large extent by the yearly budgetary framework.  

2. To create customer value:   

Value is measured predominately by two factors. The first factor is the reduction of 
application processing times and secondly the number of cases returned from the court where 
Migrationsverket has not followed procedure according to National and European laws on 
migration. Both have an impact on financial targets as it influences the length of time that the 
customer (applicant) is registered with Migrationsverket. The financial cost of having an 
applicant remain in Migrationsverkets processing system in terms of accommodation and 
welfare payments alone is estimated to be around SEK 100,000 per year (Manager 
Migrationsverket).  From the interviews there was a wide consensus that waste was 
unnecessary waiting time on behalf of the applicant. When it came to discussing value it was 
clearly evident that there was no clear definition of what value is and from which perspective 
value is determined. This in part may be attributed to the lack (internally) of a clear consensus 
on who the customer is and that Migrationsverkets primary concern is fulfilling the demands 
set by the Department of Justice who is a customer and also the agencies principal4.  

	   	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
4 The term principal in this context refers to the role of the Government and the Department of Justice in 
particular in framing and setting the tasks that Migrationsverket shall carry out on the Governments behalf. 
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6.1.2	  Level	  2	  –	  Principles	  
1. Specify what does and does not create value from the customer’s perspective and from 
the perspective of individual firms, function and departments.  

In Migrationsverkets case there is no understood definition of who the customer is. The 
Government is seen as the primary customer and is also the principal. Other departments 
within Migrationsverket are also seen as customers as well as the other agencies that sit on the 
boundary of Migrationsverket and form part of the value chain. The applicant is seen as a user 
of the service but not widely acknowledged as a customer. Therefore it is very difficult in 
these circumstances to specify what does and does not create value.  

2. Identify all the steps necessary to design, order and produce the product across the whole 
value stream to highlight non-value adding waste. 

Migrationsverket may be able to identify all the steps necessary to design and produce the 
service but it can only do so within the boundary of the agency (in the case of asylum and 
refugee applicants). The value stream stretches beyond Migrationsverket in circumstances 
where the services of the Police or the Swedish Social Insurance Agency for example 
(Försäkringskassan) are also required. Migrationsverket can identify all non-value adding 
waste, but only where the value stream from the perspective of the asylum applicant remains 
inside the agencies own processes. Mapping the value stream across boundaries is not 
possible at present because there is no platform for inter-agency information exchange to 
chart the full value stream.  

3. Make those actions that create flow without interruption, detours, backflows, waiting for 
scrap.  

The flow of cases in Migrationsverket is something that they have worked strenuously with. 
Historically the numbers of asylum applications have fluctuated quite dramatically due to 
political unrest and outbreaks of war, which are difficult to plan ahead for. For instance in 
2010 Migrationsverket received 28 % more than anticipated asylum applications 
(Migrationsverket, 2012). Interruptions in flow also occur where employees cannot keep up 
with the assigned caseload, but these cases are redistributed to other members of staff within 
the teams.  

4. Only make what is pulled by the customer 

Again it depends who the customer is. If the customer is the Government, then they are not 
pulling service from Migrationsverket. They are demanding it in terms of targets that are not 
currently being met and by very heavily prescribed demands found in the Regulation Letter 
(Regleringsbrev). The asylum applicant is a recipient of the service that is offered rather than 
an explicit customer and they are very much limited in what they can pull from 
Migrationsverket.  
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5. Strive for perfection by continually removing successive layers of waste as they are 
uncovered.  

Migrationsverket strives for perfection by further developing projects within the Lean Centre. 
The other ways in which they strive for perfection is by using an improvement suggestion 
system and a coaching style of leadership for employees. When an improvement suggestion is 
made it travels up the hierarchal chain of command with the agency in an escalated order. If 
the suggestion cannot be taken care of at lower levels it reaches a central level where a central 
management group decide if the suggestion will be implemented or not. The suggestion may 
not breach existing legal or employee provisions or agreements between management and 
employees (Manager).  If the suggestion for example is regarding a new work practice, it 
cannot be implemented if the collective or local agreement contains clauses that inhibit such a 
development. This is something that has to be discussed between management and the trade 
unions first. 	  

6.1.3	  Level	  3	  -‐	  Tools	  and	  Techniques	  	  
Arlbjorn et al. (2010, p. 282) have listed sixteen tools and techniques in level three of their 
model. In Migrationsverkets case there is evidence to suggest that they have to varying 
degrees implemented four of the sixteen listed. They show some activity in value stream 
mapping from the perspective of the end customer (applicant) where their case can be 
processed from beginning to end within the boundary of the agency. Migrationsverket uses 
information boards as part of the daily meetings to chart information and progress as well as 
performance. Performance management tools and techniques can be seen in the use of the 
whiteboards, the electronic booking system and reviews of case interview and general 
performance that forms part of the new coaching style of leadership. Continuous 
improvement, takes the form of improvement suggestions and ongoing projects at the Lean 
Centre discussed in principle five above. Table four below lists the tools and techniques that 
make up level three according to the model. The table shows which tools and techniques are 
implemented and which are not.  

Table	  4.	  Level	  3:	  Tools	  and	  Techniques	  Implementation	  
Tools/Techniques Implemented 

Y/N 
Tools/Techniques Implemented 

Y/N 
Value stream mapping Y Bottleneck and constraint management  N 
5 S N Poke yoke  N 
Kanban N Information boards  Y 
Pull production  N Performance management  Y 
Reduced change over 
time (SMED) 

N  
Continuous improvement (Kaizen) 

Y 

Group layout N Cause and effect analysis  N 
Tact time   Production levelling (Heijunka) N 
Total preventative 
maintenance  

N Overall equipment effectiveness (OEE) N 
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6.2	  Demands	  –	  Facilitating	  or	  Posing	  Barriers	  
In Chapter five I introduced Knight et al. (2007) categorization of public sector demands. In 
Migrationsverket there is clear evidence that demands exist. External demands on 
Migrationsverket come predominantly from the Government and the Department of Justice. 
But they also come from the external reference group, the European Refugee Fund and 
indirectly from other actors such as SKL and the media. Transparency integrity and 
accountability are no longer instruments of the principal alone, they are instruments of wider 
society. This is particularly relevant in Migrationsverkets case given their role in dealing with 
the very sensitive issue of migration.  

Internal demands within the agency are also strong, Migrationsverket is described as a 
bureaucratic organization where the General Director, management, employees and their 
representatives within the trade unions may have diverging goals and interests (Manager). 
These diverging goals and interests may exhibit themselves as facilitators of Lean 
implementation by welcoming change or as barriers by resisting change to new practices 
within the agency. The use of standards within the agency is also seen as a way of 
maintaining and enhancing management control as a response to the historical situation where 
application-processing times ran out of control.  

Context demands focus on the role of budgets; here too we see how significant a role the 
Regulation Letter (Regleringsbrev) has in shaping and defining the internal processes and 
activity of the agency. And finally, process demands, in the form of rules and procedures 
framed in National and European legislation as well as the Regulation Letter significantly 
influence behaviour and activity within the agency right down to task level. Therefore it is 
reasonable to ask, does the outcomes of these demands act as facilitators or barriers to Lean 
implementation? The evidence would seem to suggest that they do both. Here is one concrete 
example.  

The European Refugee Fund provided financing which ”paid for a lot of expenses for these 
consultancy fees” and also funded the salaries of internal Lean change agents while they were 
out at various units helping them implement Lean (Manager). The European Refugee Fund 
has also provided financing for the latest project ”The Learning Organization”, where 
Migrationsverket received SEK 18 million (Manager). The European Refugee Fund’s 
financing of Lean implementation activity it is done under ”certain conditions” one of those 
conditions is periodical evaluation by Ernest and Young (Manager). Support for Lean 
implementation other than financial support is considered low especially from the 
Government ”most Government operations in Sweden are set up like, ok here is the money 
and here is the goal and do it whatever way you can as long as it is legal” so support from 
the environment is minimal (Manager).  

6.3	  Lean	  Implementation	  Facilitators	  	  
In this case there are a number of issues that are considered to have facilitated Lean’s 
implementation at Migrationsverket. These can be categorised into two groups. Activities and 
or events that have taken place or come from outside the agency and secondly activities and 
or events that have taken place or come from within the agency.  
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The on-going financial support of the European Refugee Fund has been a significant 
facilitator of Lean’s Implementation at Migrationsverket. So too has the Government’s 
enthusiasm in publically supporting Migrationsverkets Lean implementation efforts. Another 
important facilitator is the strength of Government - Agency interaction. At the outset the 
General Director brought in the services of a management consultancy firm, something that 
was quite unusual for a Government agency to do. Mc Kinsey’s consultants had Lean 
knowledge and while Migrationsverket did not make a conscious decision to implement Lean 
in the beginning at least, new access to Lean knowledge facilitated the evolving of the Shorter 
Waiting project into a Lean implementation.  

Government - Agency interaction may influence the extent to which (internally) 
Migrationsverket can operate at all three Lean levels as described in Arlbjorn et al. (2010) 
theoretical model. The interplay that takes place between the Department of Justice and the 
General Director of Migrationsverket in terms of setting the agenda of Migrationsverkets 
development (loose or tight control measures prescribed in the Regleringsbrev) can act as a 
facilitator of Lean implementation within the agencies Lean implementation development 
beyond the application of tools and techniques. If the General Director takes a strong stance in 
setting the agenda in this interplay then I am of the view that Government control over the 
agency may decrease and thus create an environment within the agency where Lean 
implementations potential to evolve at each of the prescribed levels may increase.  

This argument touches on two of the key issues in figure three, namely leadership style and 
level of support from the external environment. If the General Director at Migrationsverket 
should attempt to encourage the Government to relax the prescriptive targets set out in the 
Regulation Letter, he or she may positively influence support from the environment, from 
support of a purely financial nature to a support that is more ‘agency enabling’ and robust. 
This may create more space within the organization to further adopt Lean at all three levels to 
a greater degree that what is evident at present.   	  

6.4	  Lean	  Implementation	  Barriers	  	  
Migrationsverket has just begun its Lean journey so it is not so strange that there are issues 
with lack of knowledge and experience about the Lean concept. The visual illustration 
presented in figure three presents somewhat a rather negative image that is dominated by 
barriers. There are quite a number of issues that relate to use of human resources and 
management competence. The illustration captures the agency at the infancy of its Lean 
implementation. It is important not to forget that it took Toyota over twenty years to perfect 
its Lean implementation (Liker, 2004). It’s also not so strange that there are pockets of 
resistance from management, employees and trade unions, after all change is transitory and 
wishes to pull up the anchors of security that exist with familiar ways of working and existing 
management practices. All these things take time to evolve.  

There is one issue that is worth giving special attention to here and that is the value chain 
(from the perspective of the applicant), which crosses over Migrationsverkets boundary into 
other agencies and entities in the processing of asylum and refugee application cases. This is a 
barrier that from Migrationsverkets perspective causes difficulties for the agency in mapping 
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the value stream, creating value and reducing waste across the ”whole of the value stream” 
(Principle and Philosophy Levels). This issue inhibits an agency in Migrationsverkets 
situation to operate at all three Lean levels, not because it does not have the ambition to do so, 
rather it is prevented from doing so because of the manner by which municipal agencies are 
organized in the public sector.  

Migrationsverket periodically carries out a value flow analysis based on one applicant from 
the time that he or she decides to come to Sweden until they are working and living in the 
municipality. What Migrationsverket has found is that “there are many different actors 
involved in that journey”5 (Manager). Those different actors at the appointment of the 
Government often carry out parallel activities that make things complicated for the applicant 
and may be considered as waste, which the agency cannot remove. This is a concrete example 
of an implementation barrier that spans all three Lean layers.   

Comparisons	  with	  other	  studies	  	  
Much of the literature presented in this research focuses on what has happened in specific 
contexts and situations where Lean production has been implemented, especially in the public 
sector. It is important to highlight however that the research comes from specific case studies 
where Lean has been or is at various stages of implementation. The organizations where those 
implementations occur differ significantly so one must be careful not to fall into the trap of 
making generalizations or sweeping comparisons. What can be said is that the situation and 
the context that the particular implementing organization is in, seems to play a rather 
significant role in how Lean implementation develops. From the theoretical framework used 
in this research the following may be suggested.  

In terms of Management fashion trends it would seem that Migrationsverkets interest in Lean 
was awoken by external parties, mainly Mc Kinsey Consultancy firm as opposed to any 
internal decision that ’yes we are going to implement Lean’. Something fundamental needed 
to be done and perhaps at this point in time with Lean’s rising popularity in the public service 
sector it was ’sold in’ as the preferential solution to Migrationsverkets problems by Mc 
Kinsey. There are many similarities between the findings of Arlbjorn et al. (2010) research 
and Migrationsverkets case. The political objectives in the Danish case was to reduce costs 
and increase productivity in the public sector in line with what was happening in other 
industrial sectors of the Danish economy. Their research also questions, ”why a philosophy 
for waste reduction and customer value creation in production is introduced as a device for 
developing a municipal organization” (Arlbjorn et al. p. 286). One could ask the same 
question of Migrationsverket and the Governments enthusiasm for Lean production adoption 
across many of the Swedish Government agencies.  

There is a limited take up and awareness of Lean tools in the Danish case. This is true of 
Migrationsverkets case also. Consultants were present in the Lean projects in all of the three 
Danish cases; they had acted as ”a resource and drivers for the process”. Here again we see 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
5 There are often numerous different agencies and administrations involved in case application and subequent 
processing.  
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strong similarities with Migrationsverkets case. In two out of three of the Danish case 
examples the customer was either unclearly defined or not defined at all. This is also true of 
Migrationsverket. In the Danish research there is a limited adoption of Lean production at the 
three levels described in the model. In two out of the three cases the municipalities ”could 
have used other labels for their change projects rather than Lean” (Arlbjorn et al. p. 291). 
This is a significant finding in the Danish case study of Lean adoption by municipalities. The 
same finding could be suggested in the case of Migrationsverket. Doing so however would 
ignore the relationship between the degree of implementation and the time factor (how much 
time has passed from the decision to implement Lean to the present day). Migrationsverket is 
only at the beginning of its Lean journey, but it is none the less an interesting and quite telling 
comparison between Arlbjorn et al. (2010) research and the findings presented in this paper.  
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7.	  Conclusions	  
The Toyota Production System, from its philosophy to tools and activities, was designed 
specifically by Toyota in order to produce vehicles in the most efficient manner possible. It 
took over twenty years to perfect. Migrationsverket is at the very early stages of adopting 
Lean Production and therefore any conclusions that are drawn in this research are framed at a 
particular point in time and cannot account for future developments. This is due to Lean’s 
constantly evolving nature (Hines et al. 2004).  

The purpose of this research is to investigate to what degree Lean implementation 
‘facilitators’ and ‘barriers’ influence the ability of public service sector agencies to implement 
Lean production. There is evidence of both ‘facilitators’ and ‘barriers’ in the case of 
Migrationsverket. These facilitators and barriers have quite a significant degree of influence 
on Migrationsverkets ability to implement Lean production. At the time that this research was 
carried out Migrationsverket had some presence at all three Lean levels although that presence 
was particularly weak. There is one Lean implementation facilitator and one Lean 
implementation barrier that were particularly prominent in this case study.  

A prominent Lean implementation facilitator is the strength of Government – Agency 
interaction, in particular what stance senior management and the General Director at 
Migrationsverket play in influencing the agenda in terms of future agency development and 
how that influences Lean productions implementation at all three levels according to the 
theoretical model. A prominent barrier is that the value chain (from the perspective of the 
applicant) crosses over Migrationsverkets boundary into other agencies and entities in the 
processing of asylum and refugee applications. This barrier inhibits Migrationsverket from 
operating at all three Lean levels described in Arlbjorn et al. (2010) model. The outcomes of 
this research shares many similarities with previous research carried out in relation to Lean 
implementation in municipalities in Denmark. Although there are no definitive conclusions 
that can be drawn, there are a number of interesting issues that arise here that may warrant 
further research.  

This research is limited in so far as it studies two out of five categories of services offered at 
Migrationsverket. Furthermore Migrationsverket is at a very early stage in its Lean production 
implementation. Just a small number of the entire management and workforce were 
interviewed when compared to the total number of staff at this agency. The strength of this 
research is that I have taken Arlbjorn et al. (2010) theoretical model and the theoretical 
description of public sector demands from Knight et al. (2007) and used them together in 
order to get a new perspective on Lean implementation that does not just examine what is 
happening inside the organization as it implements Lean but also examines the influence that 
the external environment has in terms of Lean implementation facilitators and barriers. A 
suggestion for future research may be to conduct research that examines the relationship 
between Lean production implementation’s where value chains cross Government agency 
boundaries. Another suggestion may be to examine Lean implementation over time in private 
and public service cases drawing comparisons on what influence the external environment in 
terms of demands influences Lean productions implementation.  
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