12-06-19

KATA TRAINING

Wiebe Nijdam, Helsinki

What is Kata?
•
•
•
•
•

Coaching
Learning by doing, step by step
Applying the ‘scientific method’ (PDCA)
Teamwork! Do this together
When & why would you use Kata coaching?
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Where does Kata originate from?
• By long and extensive training, one can
master complex skills without having to think
through each step (psycho motoric acting)
• This is the way we would like to address our
challenges as an organization

When & why would you use Kata
coaching?
The earliest example of
Kata coaching:
• The Wright brothers
(although they were
not aware and never
heared about kata)
• Thinking based on
what you don’t know
instead of what you
know!
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Doing experiments is key!

Insight & knowledge

What is not an experiment
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Wat is an
experiment:

Visible result,
better each time:
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Source: Toyota Kata, Mike Rother

Different ways of Kata:
• Improvement Kata:
– Aimed on improvement (work towards a goal)
– The problem owner is being coached and is able to
achieve actual steps towards the goal (although the path
can be different from what we expected in the first place)

Source: Toyota Kata, Mike Rother

Improvement Kata:
• Coaching Kata:
– Aimed on improving the way of coaching
– The coach is being coached and will be able to perform better
coaching at each learning cycle (as important as improvement kata)
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Source: Toyota Kata, Mike Rother

Improvement or coaching Kata?
• Who are you in the picture below?
• How will you help your colleagues and the team in the best
possible way?

13
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What is the target
condition?
• Be specific!
• Can we visualize this?
• Can we express in terms of Safety, Quality,
Delivery or Costs?
• Is there a link with the organizational goals and
targets?
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What is the actual
condition?
• Where can we go and see this?
• Again: be specific!
• Target condition – Actual condition = gap. How
big is the gap and can we close the gap in small
steps (experimenting towards target condition)
• For the coach: summarize!

Reflecting
• After we understand what the gap is, we can reflect on earlier
improvement steps. If we did not do any improvement steps
so far, please go directly to question 3 of the kata questions
• Turn over the card in order to reflect
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What did you plan as
your Last Step?
• Show perseverance in asking: what change did
you really achieve? Not: to whom did you talk
or I made a plan in order to …

What did you Expect?
• The hypothesis, foundation for improvement
• What should have happened as a result of
your improvement?
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What actually
happened?
• Was the hypothesis right or didn’t it work?
• What exactly made the difference?

What did you learn?

• The most important question! Build further
upon the knowledge you just gained.
• For the coach: create the foundation for the
next step by making sure that there is a proper
summary in order to grasp the knowledge we
just gained.
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Reflection
• If we are ready with reflection, we do grasp the effect of our
last improvement action and we are ready to start thinking
about the next improvement step.
• Flip the card again

What Obstacles do you think
are preventing you from
reaching the target condition?
Which ‘one’ are you
addressing right now?
•
•
•
•
•

For the coach: Help the coachee to make a choice. Let the
coachee think deeply, why just this specific obstacle?
Do the ‘what-if check’: so if we take away this obstacle, we
move towards our target?
Be specific! Generalities do not help to solve a problem.
Can you quantify the obstacles (how much..)?
Be realistic
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What is your Next Step?
(next experiment) what
do you expect?
• We have made a choice, in this step it is all
about what exactly you are going to change
or do different and what the impact of this
action is on the existing gap.
• So, an action is not: I will speak to …
• Be specific!
• Make a clear what you think that will happen
as a result of this action
• Again, can you quantify?
24

How quickly can we go
and see what we Have
Learned from taking that
step?
• We agree upon what we have discussed. We make
an appointment where we can go to see the actual
results (change). Preferably at the gemba
• Be specific on time, place and whom should be
present
• Please do realize yourself that actually seeing the
change gives energy and will help you to determine
the next improvement cycle.
• For the coach: summarize and closure (thanks and
see you at …)
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Kata log

Source: Toyota Kata, Mike Rother

Your next steps in Kata?
• Read ‘Toyota Kata’ by Mike Rother
• What impact would you like to achieve and
what is your next experiment?
• You can contact us at
leanlearningcompany@gmail.com

11

