THE READER'S CORNER

by Nadja Béhlmann, with
a consultant background
Kaizen Promotion Office
at Teknos, who strives to
help employees to be en-
couraged to question their
own actions and to wan-
ting to change them ac-
cordingly.

hat | like most
about “Lean” or
Kaizen is that when
you apply it in the
correct way and in
the way it usually
was designed to be
implemented, you
can make people's
work easier and
less stressful. To me that is the main thing about it. The
second thing is that - at least to me - when having
Kaizen in place and processes are harmonized it all
appears like an orchestra. Every method or tool can be
applied of course alone, however without connecting
them to a holistic thinking driven by leadership and
individuals at the same time, one method might fail. My
motivation is wanting to make people's work lives better
by avoiding unnecessary and absolute nonsense work
steps.

Is or was Agile something completely new to me as a
Kaizen Professional?
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WHAT IF WE JUST

BREAK

THE WALLS OF

LEAN anD
AGILE?

From the perspective of a person with a ,Lean“ or
Kaizen background Agile did not sound that
revolutionary and “new” as it might have to others who
started jumping on the wave some years ago and
especially to those who are new to general topics like
structured and systematic ways of working or a holistic
thinking. Well, if we limit it down to “a way of thinking”
agile is not that different to “Lean” or Kaizen. Both are
ways of working and guidelines or frameworks that are
supporting the growth of knowledge of “how” something
can be done or how you look at a situation. It helps to
gain knowledge and maybe to gain “control” over a lot of
loose ends that are now put into order and you work
through it step by step. To me it always seems like there
are people following two different gods, trying to defend
their believes. If you dig deeper into it, you might find out
that there are so many things that are parallel in the way
a situation or a problem is handled. A study from 2019
by Jan Fischbach shows very structured the influences
people had on each other back in the days and | need
introduce you to his findings in the three following
pictures, that say more than a thousand words. The
study took more than 5 years and thanks to it, the Scrum
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guide carries the words “Scrum is based on Lean
thinking” in it.
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Figure 1- Social network for product owner concepts; J. Fischbach,
2019 — “150 years of Scrum”
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Figure 2- the influence of scientific management on "Lean" and
Scrum; J. Fischbach’, 2019 - "150 years of Scrum"
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Figure 3- Social network for Scrum Master concepts - J. Fischbach,
2019 - "150 years of Scrum"
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I got in touch with Jan in 2021 and | wish | had known
about his study and his research already a while ago.

Back in 2018 | very often wondered, okay “what’s the
point?”.

| read different studies and papers from around the
world to find out THE difference, just for me personally. If
you moved the focus from: where in the process both
ways of thinking are applied and moved it more towards:
what do both ways of thinking want and why, you get to
the meta level. After my research for my own Masters’
Thesis and interviews with different experts from both
“‘Lean” and agile communities, the only thing that
differentiates both that was left over was how both ways
of thinking developed, what drove the development in
the second of their development. This is what Jan’s and
my approaches have in common, the period of
development and the influence.

The perspective | had all the time when digging deeper
into the topics was: How did they even develop to what
they are now? Also, the level of complexity plays a role
here. It is not said that when there is a complex
environment that you should be using agile only or
Kaizen only. What both totally have in common after |
looked at both from a different angle are the following:

o sense of urgency and an initial trigger to start it all

o the development of principles to ensure one way of
working

o the existence of a certain mindset
o employees as most important factor who

e work in cross-functional and self-organized teams and
create value

o both seek for efficiency and want to increase customer
satisfaction.

2.1 also had a look at “what would be needed in an
organization to make it a success. Here is how | broke it
down:

1.What is the motivation and the main target of using
one or the other?

2.What is the mindset and how did it develop?
3.What are their principles and values?
4 What are methods or frameworks?

5.How can one or the other be integrated into the
strategy of an organization and how can it be
connected to target setting systems?

6.How is the leadership style in one or the other?

7.How is an employee within the environment of “lean” or
agile seen?

Of course, one might say “wait what
about the tools they use and the way they
are used?”.

Yes, | do know and am very aware of all
the comparisons of both and should | tell




you what? In the majority of the
cases of those comparisons | found
it only came down to comparing
“Lean” and Scrum and not “Lean”
and agile.

The majority of the papers, studies
and articles | read state from the
beginning that they would compare
“Lean” and Scrum and | often
wonder why. Because that would be
like comparing only one method
from “Lean” with complete agile.
That totally does not add up, at least
not to me. | also contacted a
professor who published a paper,
and the reply was that Scrum is the
most known of agile frameworks,
which is why he chose to do “his’
comparison based on “Lean” and
Scrum only and taking it for whole
Agile. | was a bit stunned and
shocked. You cannot look at Scrum
and say this is Agile only. There are
so0 many more frameworks that are
totally left out in most of those kinds
of comparisons and literature and it
was really hard to find good
literature on other frameworks. And
again, this was in 2018. The world
as turned 4 times since then, there
might be more today.

And to now reply on the initial
question: Was Agile something new
to me back in the days? No it was
not. It also follows a common sense,
and the way of thinking is very much
alike. It is even proven that some of
the actual methods used in the
frameworks of agile were inspired by
methods of “Lean”. Thanks to Jans’s
study connecting the people
influencing each other, we today
know and understand why.

Well, what else is there to say?
Implementing the one or the other is
a change of a culture and the way of
working as such. All the Change
Management aspects one can
imagine are and will be happening, if
you like it or not. The classic thing:
change curve by Kuebler/Ross.
Depending on where the people are
or how much they feel gravitated
towards the topic you can observe
their behaviour and draw the line to
the change curve. | sat in so many
“Agile Barcamps/Conferences” or
“Lean  Conferences”
and | heard so often
that Leadership plays
a big role and that it is
all  connected to
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Well, if we limit it
down to “a way of

thinking” agile is not
that different to

“Lean”

change. Change is what the people
must deal with. What is most
important here is patience and trust.
Patience to never give up and trust
into yourself and the system that it
will work out. What both “worlds”
combine is that you must react fast
based on the customer's
development and needs. | tend to
say that wevery is company
depending on what’s being produced
or delivered as service, has their
own heartbeat.

Lastly, | cannot help but make the
reference to Mari Furukawa-
Caspary’s book “Lean auf gut
Deutsch” in which she points out
how important it is to understand the
Japanese methods not only from
what they aim for but mostly what
the original Japanese word means
and how the meaning gets lost the
more you translate it from Japanese
to English and then from English to
another language. This knowledge
has an influence on how you will
transfer knowledge in the future. It is
inevitable to go back to the primary
source to understand why things are
as they are now and even more to
understand why it is making no
sense to keep working in silos.
Whether they be named “Lean’,
“Agile”, “Methods Time
Measurement” or even “Six Sigma”.

Currently there is a small group of
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or Kaizen.

people in Germany working together
to bring the communities of Agile,

Scrum, Methods Time
Measurement, BPMN and Lean
together.

What we know as of today is: We all
want to help organizations to
improve and to be better in what
they do. Scientifically it is proven,
that we come from the same source
and direction, now we need to
accomplish that in real life. One big
step will be next year's “Lean
Around the Clock”, where we'’re
inviting all the communities to meet
each other. Usually, the Lean
Around the Clock is the biggest
German speaking Lean Event and
Lean only. In 2023 we want to offer
a wider range of topics on stage and
more opportunities to explore all the
topics. We already have listings for
international speakers from different
countries and I'm thankful for being
part of the new generation of
organizing that event.

Our goal is to start breaking down
the walls and to walk open minded
into a future that holds partnerships
instead of competitor ships in it.
You're happily invited to join the
movement.

Tickets for the conference can be
purchased here: https://leanbase.de/

latc/anmeldung M
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