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Purpose of Today’s Presentation  

Awareness; not skill development 
 

Sense of  the subtle yet powerful nuances of Improvement 
patterns (aka Kata) 

 
A paradigm shift in thinking about your role as a manager, 

leader, lean facilitator, process owner; and how 
continuous improvement is achieved and sustained 
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What do you struggle with? 

Sustainability 
Rigor 

Discipline 
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You can rewire your thinking and habits by 
deliberately practicing a different pattern 
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What’s next? 

2 4 6 8 ? 2 



 

 

 
Continuous Performance Improvement 

Our habits work well under 
many circumstances, but in 
certain cases they lead to errors 
known as cognitive biases 
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The Marshmallow Challenge 
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Typical Box Scorecard Approach 

 BOX SCORECARD - 2008

GROWTH Jan Feb Mar Apr May Jun
Plan 5,665,666     5,665,666     7,082,082     5,665,666     5,665,666     7,082,082     

Actual 5,591,197     9,894,404     4,719,064     9,567,324     7,179,096     9,848,916     
Plan 20.3 20.3 20.3 20.3 20.3 20.3

Actual 22.2 15.2 31.96 19.27 29.50 26.00
Plan 67.0% 67.0% 67.0% 67.0% 67.0% 67.0%

Actual 35.9% 68.7% 41.1% 66.7% 73.3% 72.2%

CUSTOMER FOCUSED QUALITY Jan Feb Mar Apr May Jun
Plan 2.86 2.86 2.86 2.86 2.86 2.86

Actual 3.10 4.5 5.1 2.8 2.3 2.8
Plan 0.6% 0.6% 0.6% 0.6% 0.6% 0.6%

Actual 0.60% 0.82% 1.14% 0.55% 0.18% 0.02%
Plan 69.0% 69.0% 69.0% 69.0% 69.0% 69.0%

Actual 55.8% 71.4% 67.6% 65.4% 54.6% 47.7%
Plan 96.5% 96.5% 96.5% 96.5% 96.5% 96.5%

Actual 87.3% 96.6% 95.9% 91.4% 92.9% 84.9%
Plan 22.5 22.5 22.5 22.5 22.5 22.5

Actual 35 33 30 29 27 33
ISO 9001 Implementation Plan 10.00% 20.00% 25.00% 35.00% 45.00% 55.00%

Actual 10% 12% 28% 29% 29% 35%
ERP Implementation Plan Q2 Q2 Q2 Q2 Q2 Q3

Actual In progress 20% 50% 55% 55% 60%

OPERATIONAL EXCELLENCE Jan Feb Mar Apr May Jun
Plan 0.0860 0.0860 0.0860 0.0860 0.0860 0.0860

Actual 0.122 0.074 0.152 0.073 0.100 0.099
Plan 197 197 197 197 197 197

Actual 216 193 169 192 186 175
Plan 10.30% 10.30% 10.30% 10.30% 10.30% 10.30%

Actual 11.50% 8.45% 11.60% 8.53% 9.91% 13.29%
Plan 20.0 20.0 20.0 20.0 20.0 20.0

Actual 26.1 28.5 33.5 31.3 31.6 32.9
Plan 61.0 61.0 61.0 61.0 61.0 61.0

Actual 71.2 72.5 71.9 70.5 69.4 68.7

SAFETY/ENVIRONMENT Jan Feb Mar Apr May Jun
Plan 1.00 1.00 1.00 1.00 1.00 1.00

Actual 0.00 0.00 0.00 0.00 0.00 0.00
CMS Implementation Plan 10.00% 20.00% 30.00% 40.00% 50.00% 60.00%

Actual 0% 0% 10% 10% 10% 10%
ISO 14001 Implementation Plan 10.00% 20.00% 30.00% 40.00% 50.00% 60.00%

Actual 20% 20% 30% 40% 45% 55%

PEOPLE Jan Feb Mar Apr May Jun

On-Time Delivery vs Request

Lead-Time

OSHA Incident Rate

Inventory Days On Hand

Monthly MSI Produced

Trial Response (Days)

Complaint Occurrences/$MM

Return Dollars % of Sales

Internal Film Purchases

Changeover Time/Color (Min)

Cost/Eq Unit Measure
2006= .075, 2007= 0.105

Effective Feet/Minute
(asset adjusted rate)

% Scrap

On-Time Delivery vs Acknowledge

Backward looking 
vs. 

Strive for a future 
reality 

How was 
that 

calculated
? 

84.9% OTD 
Last Period 
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What are the day to day routines that leaders 
follow? 
 

 
 

 
 
 
 
 
 
 
 

 

 

•Problem solving is handled in meetings – derailing meeting effectiveness 
•Key performance indicators are not often defined 
•Leadership discussions lack defined focus – (planned vs. actual performance) 
•Standard work is not defined, process metrics unclear 
•Focus is often on problem solving and firefighting 

Workday  

Troubleshooting  

Striving  
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We may often be used to this pattern 

 
 
 
 
 

   

Event Event Event 
Business as usual 

Days  

Business as usual 
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Lean and Improvement Kata 

Typical Lean 
Focus is on implementing 

tools and techniques. 
What you see when you go 

on benchmarking trips. 

Improvement Kata 
Behaviors or katas of managers 

and staff in their daily routines. 

 
 

oooooooooooooo 
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    The Four Routines  
of the Improvement Kata 

 Challenge 
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Our Vision 

 
 

We will be  
the Best Children’s Hospital 

 
Just what does that mean? 
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Balance the Work 
 

Standard Work 

Continuous Flow:  

 Value Stream Improvement Through Waste Reduction  

 

 
 
 
 
 

 

Engage Everyone in a  
Patient-Focused Philosophy 

 “Just In Time” 
 
Right service Right 
amount Right time 
Right place 
 
Eliminate batches 
 
Rapid Changeover 

“Built-In Quality” 
 
Make problems  
visible 
 
Never let a defect 
pass along to the  
next step 
 
Error Proof 
 
Stop when there is  
a quality problem 
 

  

No Waiting No Harm 

22 

CPI “System” and Vision – more integrated 
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THE IMPROVEMENT KATA INVOLVES 
MANAGEMENT AND LEADERSHIP 

Teaching the 
improvement kata 
is managements job 

Establishing direction 
is part of leadership 

The challenge is a link between 
process-level improvement 
and organization strategy 

Challenge   
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Let’s practice 

What is the CHALLENGE: 
 
Wouldn’t it be great if……. 
 
 
 
 

We all could write clearly and consistently with both hands any time we wanted to. 
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Analyzing the current condition is done: 
● To obtain facts and data 
● To look for the current pattern of 

operation 
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Process analysis components 

1. What are the units of work, and how long do they take? 
1. Steps, sequence, time… 

2. What are the typical patterns of work? - diagram 

• How is the process currently performing?  - data 

3. Do we have any machine constraints? 
4. How many people are necessary for the process? 
5. How is the process performing over time? - data 
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You will often hit your “threshhold of knowledge” and try to find THE answer 
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Target conditions consist of 

• Defined steps, sequence, timing 
• Process characteristics (examples) 

• Number of workers 
• Regulatory requirements 
• Shifts, etc.. 

• Process metrics 
• Outcome metrics 
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Let’s Practice 

Current Condition 
• Describe your current 

capabilities in writing and 
drawing 

Target Condition – by next 
Tuesday  

• Words are written 
individually, in the same 
order in 10 seconds 

• Anyone can read the 
words 

• Loops and letters are 
smooth and even   

• Star shape has five points 
that are of equal shape 
 

Challenge: 
We could write clearly and consistently with both hands 
 any time we wanted to  
. 
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What is preventing us from being able to reach our target condition?  

Target condition 
 
● Words and shapes are written 

individually, in the same order 
in 10 seconds 
 

● Anyone can read the words 
 

● Loops and letters are smooth 
and even   
 

● Star shape has five points 
that are of equal shape 
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What are the obstacles that are preventing you from 
reaching your target condition? 

Make a list on the back side of your paper…. 
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Coaching 

 
 

It’s about developing 
people, not solving the 
problem or overcoming 
the obstacle 
 
Let the learner make a 
mistake, we learn best 
on the edge of our 
knowledge. 
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Let’s practice 

Coaching Meeting #1 
 
Pick a partner – one person is the Coach, one is the 

Learner 
Learner - Review your list of obstacles 
Learner - Identify ONE obstacle that is preventing you from 

reaching the target condition 
Coach – Review the coaching card questions in order with 

the Learner 
Switch roles 
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It all about linking improvement with learning…. 

Improvement Kata 
• Routines performed 

by a mentee 
(learner) while being 
coached by a mentor  
 

Coaching Kata 
• Scheduled and 

structured coaching 
routine performed at 
the“Gemba” 
 

 

Coaching occurs outside of routine 
scheduled sessions as the threshold of 

the mentee knowledge and ability has to 
be extended 
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Key Foundational Principles: 

Not an implementation process, as in a tool of lean.  It is a 
way of changing behavior and mindset. 
 Establishing new thought and behavior takes practice and 

coaching. 
 

We should always be asking - ‘is the process performing as 
expected…(at the Target Condition)’?   
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Toyota Kata Learning Progression 
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Combine training and doing! 
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In Conclusion 

Toyota Kata is a management system focused on 
process and people development 

 Managers coach others to drive continuous 
improvement and the achievement of 
challenging objectives in all aspects of an 
organization.  

It is a system of leadership practice which drives 
adaptive thought and behavior. 
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What questions do you have? 
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