


ASK THE LEARNER WHAT IS THE CHALLENGE?

Following the flow of the Storyboard, have the Learner name the focus process
and state the overarching Challenge, i.e., the direction in which s/he is striving

Focus Process: Challenge:

arge urren PDCA Cycles
Condition Condition Record
Achieve by:
Obstacles
Parking Lot

4 +
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THE CHALLENGE FRAMES THE COACHING CYCLE

Before you begin the Five Question coaching dialogue, have the
Learner reiterate the overarching Challenge they’re working toward.

This connects the Learner’s Target Condition to the larger business
objective from the level(s) above them and helps the Learner recognize
how his or her efforts fit in and connect with the bigger picture. The
rest of the Coaching Cycle dialog is anchored by the Challenge.

Having an overall challenge is important
80 individual process target conditions

are seen as meaningful. Rit's difficult for
us to stay engaged with something that
doesn’t have a purpose.

S QumS- > O

Now you can get into asking the
Five Coaching Kata Questions q
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Questions

MORE FRAMING
& ANCHORING

Orienting Yourselves

1) What is the target condition?

2) What is the actual condition now?

-- Flip card & reflect on the last step --

3) What obstacles do you think are preventing
you from reaching the target condition?

Which *one* are you addressing now?

4) What is your next step? (next PDCA
experiment) What do you expect?

5) When can we go and see what we
have learned from taking that step?
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CLARIFYING QUESTIONS

FOR QUESTION 1
(Target Condition)

--> The target condition should be measureable, have an achieve-by
date and tie in to the overall challenge.
- “Please read through the target condition.”
- “What do you want to be happening?”
- “What is the pattern you’re trying to achieve?”
- “What are the intended process steps and sequence?”
- What is the achieve-by date?

« “Tell me about how this target condition relates to the
overall challenge.”

- “Can you describe the target condition with numbers?”

- “How are you measuring it?”

- “What is the process metric? What value do you want it to have?”
- “What is the outcome metric? What value do you want it to have?”
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CLARIFYING QUESTIONS

FOR QUESTION 2

(Current Condition)

--> Question 2 refers to the current condition now, not the initial
current condition.

- “What are the latest facts and data for the current condition now?”
- “How do you know?”
- “Do you have data?”
- “Can you show me?”

-->From this point forward a useful question is:
- “What do you think?”

Remember, you’re asking this question to see if the Learner is thinking
scientifically according to the pattern of the Improvement Kata. An
answer such as, “I think we’re not sure yet” is scientific, but answers
such as, “I think what’s going on is...” are more conjecture.

--> To ensure the Learner's comments are based on facts and data, not
assumptions, at any time you can say, "Tell me more about how you
know that."

© Mike Rother / Improvement Kata Handbook Coaching Kata, Part 2
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AT QUESTION 2:

Review the current values for the process metric and outcome metric.
These are the minimum metrics that the Learner should have graphed.

Have the learner chart this data in run charts

Process Metric: Used to check the process’s pattern in real time.
Example: EXxit cycles piece to piece.

Outcome Metric: For periodically checking if improvement efforts
are having the desired overall effect.

Example: Pieces per shift
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KEY POINTS FOR QUESTIONS 1 & 2

O Consensus on both the target condition (Question 1) and
current actual condition (Question 2) is essential to avoiding
endless discussion. What is the Learner trying to achieve and
where are they now?

O Don’t skip over Questions 1 & 2, even if it seems a bit like
play-acting. Go through all 5 questions in each coaching cycle
because you are trying to frame the dialog and teach the
thinking pattern inherent in the 5 questions.

0 Many new coaches ask, “Do I really need to ask Question 1
every coaching cycle?” The answer is ‘yes’ for two reasons:

- It’s “Anchoring.” The rest of the coaching cycle then
relates back to the first question.

- Asking Q1 in each coaching cycle helps you ensure that
the Learner remains aligned to to the overall Challenge.

0 Whenever possible you should go and see what the Learner is
talking about. “Show me” and “Tell me more about...” are useful
coaching phrases at any point in the coaching cycle.
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KEY POINTS FOR QUESTIONS 1 & 2

O During the coaching cycle ask the Learner to physically
point at relevant supporting documents and data. For ﬁ
example, at Question 1 the Learner should point to the r/
Target Condition Form and read the target condition

O Question 2 is not a review of steps the Learner has taken.
The Learner should describe how the focus work process is
actually operating now relative to the target condition.

O For Question 2 the Learner should point to facts
and data on his/her storyboard. ,ﬂn}&

0 A coaching-cycle dialog should use current facts g r
and data as much as possible. At the end of each coaching
cycle you and the Learner will agree on what data the Learner
should collect and graph before the next coaching cycle.

L For Question 2 the learner should not refer back to the
initial current condition. The learner should describe the
condition now, based on recent direct observation.
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1) What is the target condition?

2) What is the actual condition now

-- Flip card & reflect on the last step --

3) What obstacles do you think are preventing
you from reaching the target condition?

Which *one* are you addressing now?

4) What is your next step? (next PDCA
experiment) What do you expect?

5) When can we go and see what we
have learned from taking that step?
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ALWAYS CHECK THE RESULTS OF THE LAST STEP

This is the Evidence and Evaluate portion of the learning cycle

Until the Learner checks, no one knows with certainty
what the result of a step will be. Up to that point what
the Learner expects to happen is only a hypothesis.

This is an important point in the coaching cycle. What
the Learner learns from the last step helps him/her see
the next threshold of knowledge and determine the
next step (the next experiment).

To reflect, the Coach asks these
four questions:

Q1) What was your last step?
Q2) What did you expect?

Q3) What actually happened? - - J
. As you reflect
Q4) What did you learn? on the last step,

go and see if
possibl_e
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TO REFLECT ON THE LAST STEP, LOOK AT THE
LAST FILLED-IN ROW OF THE PDCA CYCLES RECORD

The Learner should have recorded the results and what was learned from the last
step on the right side of the PDCA Cycles Record before the coaching cycle. The
Learner should point to boxes 1-4 when responding to the 4 reflection questions.

(Q1 & Q2) The Learner should read through the prediction and expectation
s/he recorded on the left (prediction) side before the experiment.

|
(Q3) Next the Learner should read the data on what actually happened, " r,
which is summarized in the "What Happened" box on the right (evidence) side.

(Q4) Then the Learner should compare the evidence with the prediction and
describe what s/he learned about the focus process, or the process of
improving it, which is summarized in the “What We Learned” box.

FDCA CYCLES RECORD
POCA CYCLES RECORD j Process Obstacle:
Dabei  A-20-773 Ao ET
Pracess: ac -

Whial do

Lommerisl: ||3-:|:_-||:h:

Diarler, Siog & Meiric ml"i‘:'m!ff” Whal Happored | What Wa Leamed

=

5

HE

| || | il

Have the Learner immediately adjust or
correct what was written if necessary

Bl Mg SR T
.'!TP:=I'-'.F.-.1.|.-,5,,._1.—I_,._._._ BT
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ACTION

FOGA CYCLES RECORD

Srocanm

CLARIFYING
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Q1: What was your last step?
- “Let’s look at the ‘prediction’ side of the PDCA Cycles Record.”
- “What was the threshold of knowledge?”
- “What did you plan to do?”

Q2: What did you expect?
- “What did you think would happen?”

Q3: What actually happened?
- “Now let’s look at the ‘evidence’ side of the PDCA Cycles Record.”
- “Did you collect any data?”
- “What does the data say?”
- “What specifically did you observe?”

Q4: What did you learn?
- “If a hypothesis was being tested: Q1 Confirmed 0O Refuted QO Can’t Tell

- “What do the data & your observations lead you to believe?”
- “What are the implications for your next step?”

« “Why is this important?”

- “How will this help you?”
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KEY POINTS FOR THE REFLECTION

0 Some of the best experiments have an unexpected
result -- a surprise -- because that’s how you learn about
what steps will be necessary to reach the target condition.

A target condition is reached through numerous small
learning steps and experiments, many of which will
generate “negative” (but highly-useful) results.

The Learner must experience small mistakes - prediction
error - in order to learn.

What we
expected <—_>anﬂ agrt‘téaéllly
to happen PP

Confirmed Strengthens
Hypothesis existing thinking
Potential for
new knowledge,
Refuted learning, discovery
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KEY POINTS FOR THE REFLECTION

The coach should depersonalize the experiments

0 Acknowledging and learning from prediction error can
be difficult because it runs counter to our instincts.

If the Learner feels threatened by problems s/he may too
quickly jump to more countermeasures, rather than
analyzing and learning from the situation.

0 The idea is to not stigmatize prediction errors, but to
use them to learn. To function in this way the reflection
should have a positive, challenging, no-blame feeling. It's
the coach’s responsibility to create this depersonalized
atmosphere.

The Coach should think of an abnormality or problem not
as good or bad, but as simply an occurrence that may
teach us something about our work system.

Of course, the Learner should continue rapidly
experimenting and learning forward to achieve the
target condition by its set achieve-by date.
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STAY FOCUSED - ONE OBSTACLE AT A TIME

1) What is the target condition?

2) What is the actual condition now?

-- Flip card & reflect on the last step --

3) What obstacles do you think are preventing
you from reaching the target condition?

Which *one* are you addressing now?

Alp
clp 4) What is your next step? (next PDCA
experiment) What do you expect?
¢ 5) When can we go and see what we

have learned from taking that step?
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HAVE THE LEARNER READ THROUGH H_;_,;;J
THE OBSTACLE PARKING LOT i v

| oBSTaclES

* FarleD Heliom Tawks
e PRAETICE wonrk ?A-TTERH

L mm;m. onv LARsL MaAk\wve

Too Mawy INTER

An arrow x WY INTERUPTIoNS Tackep

should indicate : SES’ 5_:_2.55' Hax> To make
the obstacle ‘“"K S -

currently being |
addressed

The Learner should have updated the Obstacles Parking Lot if new
obstacles were discovered or some obstacles are no longer an issue.

Have the Learner read through the current list of obstacles. An arrow
should indicate the obstacle that’s currently being worked on. The
current obstacle should also be written on the PDCA Cycles Record.

Remember, the Learner uses this Obstacles Parking Lot simply to
record perceived obstacles or obstacles encountered on the way to
the target condition. It’s not an action-item list and the Learner will
probably not end up working on all the listed obstacles.
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PRACTICE USING THE RIGHT TERMINOLOGY

What the Learner does to overcome an obstacle or problem
on the way to the target condition is called steps, experiments
or PDCA cycles. It almost always takes more than one step to
break through an obstacle. When the Learner overcomes an
obstacle it means they’ve developed a solution to a problem.

“Obstacle”
or “Problem” Condition
“Threshold of \ (date)
Knowledge”

A “Steps”

“Experiments”
“PDCA Cycles”

Current
Condition
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CLARIFYING QUESTIONS

FOR QUESTION 3
(Obstacles)

--> This question is about what problem you are currently trying
to solve.

- “Are there any new obstacles you have identified?”
(Have the Learner add these to the parking lot)

- “Have you overcome any of the previously listed obstacles?”
(Have the Learner cross these off on the parking lot)

© Mike Rother / Improvement Kata Handbook Coaching Kata, Part 2
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KEY POINTS FOR QUESTION 3

Work on one obstacle at a time.

O

U It almost always takes more than one step to break through
an obstacle, and often many more. The Learner may work
on one obstacle for some time, going through a series of
PDCA cycles related to that obstacle. This is normal.

O The solution to an obstacle is developed via PDCA cycles.
You overcome an obstacle by trying, failing, adjusting and
trying again. It’s in taking these steps that ingenuity,
adaptiveness and innovation happen.

O Don’t worry about selecting the biggest or most important
obstacle. Just have the Learner get started. The path will
unfold as the Learner experiments. The biggest obstacles
will wait for you.

O With novice learners, don’t start with the most difficult
obstacle. Have the Learner get some experience with
the Improvement-Kata pattern first.

O The Learner is free to work on any obstacle but should not
just work on what s/he thinks are obstacles. Keep your
eyes open for what obstacles actually arise along the way.
Working on one obstacle will often lead you to a deeper
issue that was not apparent before.
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PLANNING THE NEXT PDCA EXPERIMENT

Ensure that the Learner plans a good experiment

1) What is the target condition?

2) What is the actual condition now?
-- Flip card & reflect on the last step --

3) What obstacles do you think are preventing
you from reaching the target condition?

Which *one* are you addressing now?

4) What is your next step? (next PDCA
D experiment) What do you expect?

5) When can we go and see what we
have learned from taking that step?
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HAVE THE LEARNER DESCRIBE THEIR NEXT
EXPERIMENT AND HOW THEY WILL CARRY IT OUT

Based on evaluating the findings from the last experiment, the
Learner should have described his/her proposed next step and
expectation on the left (prediction) side of the PDCA Cycles Record

before the coaching cycle. ’ fj’

The Learner should point to boxes 1 and 2 when
responding to Coaching Kata Question 4. [t |V

This is a place to go into some depth in your dialog with the Learner.
Use the checklist on the next page to either validate the Learner’s
proposed next step or help the Learner fine-tune the proposed step.

FDCA CYCLES RECORD
PDCA CYCLES RECORD -
— - Fracess Obstacle:
Daie: -~ AYPEHET [rrocess Pacesr ont Flosp pamor=l [Caach:
Procoda: F\'-'h.l_'."- _Plu'l G .} 1M SR ach:
Duale, SHop B Malrle | 156 470 Y Gl | Whal Happored | Whae Wie Leamed
Stop Vg | | | hesn S5 [wher e e el |1
METesal s S r s Feken Srardime B ATl Mag P I 1=l
;1::::';-\.-'-'4--@ A 1 BT 'H:'." J‘-c'-_'jc .mm--* Barc :
oy LA Tz T o
- ol TR

'\._ - :
:'u._.ﬂ:lﬂ" .--". G st @ 4 . IEIEI
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EXPERMWENT

Comdiict i Ex

| | Prediction
Side

Have the Learner immediately :adjust or

correct what was written if necessary
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COACH’S CHECKLIST FOR
PLANNING THE NEXT EXPERIMENT

Take time to help the Learner design a good experiment

You must identify the current Threshold of Knowledge.
Ask the Learner what is the current knowledge threshold.
What do you (Coach) think is the current knowledge threshold?

Is the experiment being done at the current threshold of
knowledge?

Is the experiment a single-factor experiment?
(This is not always possible.)

Does the Learner have a plan to test their prediction
soon, quickly and inexpensively?

If the prediction fails will no one be harmed?

Is the step measureable? Will the Learner be able to use
facts and data to tell if the prediction was correct or not.

The Learner has stated what s/he expects to happen,
but does not actually know what will happen.

Is the next step/experiment part of a chain, i.e., it springs
from what was learned in the previous experiment?

© Mike Rother / Improvement Kata Handbook Coaching Kata, Part 2
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“WHAT DO YOU EXPECT?”

Before the next PDCA experiment is conducted, be sure
to explore what the Learner expects from the experiment

In order to be scientific the Learner must
‘-,) state in advance what s/he expects from
- the next step. This is what you will be

testing against, and it is this comparison
that leads to surprise and learning.

Asking the Learner what they expect also
helps you see if the learner is thinking
systematically and scientifically, or only
stabbing at the obstacle.

You can actually ask two slightly different questions here:
“What do you expect to happen?” and “What do you expect to learn?”

Also asking what the Learner expects to learn from the step helps
cement in his or her mind that any step is an experiment. Treating
ideas as hypotheses to be tested helps everyone move past ego.

These questions are one place you do want the Learner to go
beyond the threshold of knowledge and predict. Here it’s OK to for
the learner to say things like, “I think...”
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THE EXPECTATION DEPENDS ON
THE TYPE OF EXPERIMENT

Type of experiment

What the Learner can expect

Go and See

Observation and data collection,
without changing anything, to learn
more about a process or situation.

The Learner should expect that they
will get information about how
something is currently functioning.

Exploratory Experiment

Introducing a change in a process
to see, via direct observation, how
the process reacts.

The Learner should expect to learn
more than they can from direct
observation alone.

Testing a Hypothesis

Introducing a change, ideally in
only a single factor, with a
prediction of what will happen.

The Learner must predict the
outcome of the change. This is the
hypothesis to be tested.
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CLARIFYING QUESTIONS
FOR QUESTION 4

(The Next Experiment)

--> (1) Help the Learner design a good next experiment,
based on what was learned in the last experiment:

- “What do we need to learn next?”

« “How will you test it?”

- “How will you measure it?”

- “What is the threshold of knowledge now?”
- “How exactly will the experiment be done?”

Key
Points

“Wh ?,
- “Exactly what data will you collect?” \nstead of am;’vm%re
- “Who / how will you collect it?” say “Te,l,l
- “Can you show me?” about.--

--> (2) Clarify what the Learner predicts:

- “What do you expect to happen?”
- “What do you expect to learn?”

Don’t say, "Let’'s try it and see if it works," since this makes
an experiment a matter of success versus failure. Say,
"Let's try it and see what we learn."
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KEY POINTS FOR QUESTION 4

d Coach and Learner must have identified the current
knowledge threshold before the next step is determined.
The current knowledge threshold often defines what will
be the next experiment. Often this will send you back to
investigating something you thought you already knew.

Important  The Learner may not recognize when s/he goes from
knowledge to assumption. Here the Coach should get the
Learner back “in the corridor” specified by the
Improvement Kata. Don’t speculate, get facts and data.

0 Designing and conducting the next experiment toward the
target condition is a great place to involve process
operators and get their ideas.

O Ideally you’re guiding the Learner into making a chain of
PDCA cycles, where the next step builds on what was
learned in the last step.

0 The Learner should set up experiments so that mistakes
& unexpected results will not harm the customer process.

d In many coaching cycles the next step is not yet a process
change. Activities such as “planning the next step” or
“further analysis” can be a next step. That’s normal.
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KEY POINTS FOR QUESTION 4

O At the start, nearly everyone makes PDCA cycles too big,
I.e., takes steps that are too big. This often overshoots
the knowledge threshold and hampers learning. Guide the
Learner into PDCA cycles that are as small and as rapid as
possible for the situation. You’re not looking for big leaps.
You’re looking for a good experiment.

Caution: if your coaching cycles are not daily, the learner’s
steps will tend to get too big. The Learner will naturally
introduce lots of changes before you return.

O First experiments often involve shifting work elements
around, to find a work pattern that functions. Keep in mind
that this is only moving existing ways of doing things
around, rather than true improvement.

At some point the Coach should advise the Learner that just
shifting work elements is no longer acceptable, and that it is
time for true improvement toward the target condition. This
is where the going gets tougher and improvement gets real.

0 As soon as the next step (not a list of steps) is clear, the
coaching cycle is reaching its end. There’s no need for
looking further ahead or long discussion beyond this point.
Now it’s time to take the next step as quickly as possible.
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PREPARING FOR THE
NEXT COACHING CYCLE

1) What is the target condition?

2) What is the actual condition now?
-- Flip card & reflect on the last step --

3) What obstacles do you think are preventing
you from reaching the target condition?

Which *one* are you addressing now?

4) What is your next step? (next PDCA
experiment) What do you expect?

5) When can we go and see what we
have learned from taking that step?

© Mike Rother / Improvement Kata Handbook Coaching Kata, Part 2
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CLARIFYING QUESTIONS
FOR QUESTION 5

(Next Coaching Cycle)

--> Set a specific date and time. When will the
experiment be done and when is the next coaching
cycle?

--> Use clarifying questions to teach the Learner to
conduct rapid tests whenever possible

- “Can we do this experiment sooner?”

- “Can we do it today?”

- “How about right now?”

--> What information do you want the Learner to
have recorded on the Storyboard at the next
coaching cycle?
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KEY POINTS FOR QUESTION 5

O Question 5 can be tricky. New coaches often incorrectly
think they are asking, “When will you have it done?”
But Question 5 is more about scheduling the next
coaching cycle to see “What are we learning?”

Caution! Even when the coach asks Question 5 with the
correct intention, the learner may still think s/he is being
asked, “When will you have it done?”

0 You and the Learner should agree on what data and
information the Learner should obtain, prepare and bring
to the next coaching cycle.

U Experiments should be done as cheaply and as quickly as
possible. The coach should ask, “Can we take this step
right now?”

O Let the Learner fail at certain points, then teach.
A learner has to stumble in order to learn new skills.

0 Since you don’t know what the actual result of the
next step will be, both you and the Learner will need
to go and see (check) in the next coaching cycle.
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See you at the

next c.ﬁasc.hinﬁ

cycle
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ON THE ACHIEVE-BY DATE THE OVERALL
IMPROVEMENT KATA PATTERN REPEATS

At some point the Learner will reach the target condition achieve-by

date and often, but not always, have achieved his/her target condition.

At this time you should coach the Learner through the overall
Improvement Kata pattern again. Specifically, have the Learner:

- Do a summary reflection, i.e. a major reflection over the entire
process. This can lead to lots of learning that may be applied
in the next cycle through the Improvement Kata pattern.

Then: - Revisit the overall direction or challenge
- Grasp the current condition as it stands now
- Establish the next target condition

The Letirrier Reflects

Then Looks Ahead
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Remember, it will most likely take several successive
target conditions in order to achieve the challenge.
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QUESTIONS FOR THE
ACHIEVE-BY DATE

SUMMARY REFLECTION

--> Have the Learner to reflect on and evaluate how s/he
worked:

- “Why are we using the Improvement Kata pattern?”
- “What did we gain by doing that?”

- “What went well?”

- “What could be better?”

- “What aspects of the Improvement Kata should we work
on next time?”

© Mike Rother / Improvement Kata Handbook Coaching Kata, Part 2
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For now!
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APPENDIX - KEY FORMS

\

1) Improvement Kata Poster - The Five Kata to Practice
2) The Roles

3) Learner’s Storyboard

4) Process Analysis Steps Table

5) Worksheet for Timing Cycles

6) Information in a Target Condition

7) Improvement Kata Proficiency Table (to gage skill level)
8) Coaching Kata Proficiency Table (to gage skill level)
Coaching Cycle Forms:

Who Uses What Forms

Where the Forms Go on the Learner’s Storyboard
Current/Target Condition Form (for production)
Current/Target Condition Form (for office/service)
Current/Target Condition Form (for other processes)
Description of Work Steps & Sequence

Obstacle Parking Lot

PDCA Cycles Record

5 Question Card (front)

5 Question Card (back)

Coaching Cycle Plan / Tracking (coach)

Coaching Cycle Observation Form (2nd coach)

(I I Iy Iy Iy Ny Iy B Ny

y
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THE ROLES

Learner and Team (The Process Owners):
9 Apply the Improvement Kata to establish and
work toward the target condition. Learner
conducts experiments with PDCA and
develops solutions to obstacles, in daily dialog
with the coach and the process operators.

Coach / Manager (The Teacher):
ﬁg?achlng Conducts coaching cycles daily using the 5

questions. Ensures the learner is working

toward the target condition scientifically
according to the Improvement Kata pattern.
The coach’s job is to develop the learner by
guiding the learner on Improvement Kata
procedure, not to improve the process.

2nd Coach
(participates
periodically)

Learner
and Team

L

Coach
(a Line
Manager)

2nd Coach (Coaches the Coach):
Periodically observes coaching cycles
between the coach and the learner. Helps the
coach/manager develop his or her coaching
skills. Ensures that the team’s target condition
ties in to a larger challenge, such as a future-
state value stream design.

Improvement
Kata
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LEARNER’S STORYBOARD

Focus Process:

Challenge:

Target Condition
Achieve by:

Current Condition Now

PDCA Cycles Record

Obstacles Parking Lot
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THE 5 STEPS OF THE PROCESS-ANALYSIS KATA

[ Customer Demand & Planned Cycle Time

Do we have any machine
constraints? What are they? (Data)

\.

] ] + Customer takt
What is a task unit and how much + Planned cycle time
time do we have to complete it? + Number of shifts currently running
. J
" . .
Characteristics of the Current Process 1) Get to know the process by sketching a block )
diagram of it. What are batch sizes? Where does
2
- Sketch the current work pattern. WIP accumulate? _
2) How much does the process fluctuate? Time and
- Measure & graph fluctuation. graph 20-30 exit cycles of each operator’s work.
. ] Are each operator’s work steps the same from
- Record bullet-point observations. cycle to cycle?
3) Note other details about current operating pattern
. J
([ Equipment Capacity c i i
+ Can the automatic equipment support the planned

cycle time?

+ How close are we to current machine capacity limit?
+ What is the fastest Pc/t the equipment can currently

support?

J

Step [ _Necessary Number of Operators

How many people are necessary if
| the process were stable? (Calc)

+ Calculate number of operators

Step (" Outcome Metrics

How is the process performing
| over time? (Outcome metric data)

« Graph (a) output per shift, (b) overtime and any
other desired outcome metrics
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WORKSHEET FOR TIMING CYCLES | paic*®

Observed Times Observations about the current operating pattern
(Data) (Facts)

OINOHA|HL(WIN|—
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INFORMATION IN A TARGET CONDITION

Focus process and
the achieve-by date

What does the
customer want?

Task unit + demand rate
or time to complete one unit

This is often a sketch
of the ‘idealized’
desired situation

(on the achieve-by date)

Process Metric How you will measure
(measured in real time) the effect of rapid experiments
Outcome Metric How you will measure the
(measured periodically performance of the process

Desired pattern of operating
(steps, sequence, times)
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Able to_|
Coach

IMPROVEMENT KATA PROFICIENCY ASSESSMENT

Note that this scale measures Improvement Kata skill level
or degree of habit formation, not the person

Stage|

Level

Description

Standard of Work

Autonomy

3

Expert

Not everyone
reaches this level

No longer relies on rules / guidelines / maxims
Grasp of situations & decision making intuitive
Vision of what is possible

Excellence achieved with
relative ease

Able to take responsibility
for going beyond existing
standards and creating
own interpretations

Proficient

Has unconscious understanding and applies
the IK routine more on “auto pilot.” Deviates
from the strict kata to fit the situation. Sees
what’s most important in a situation.

High degree of self-efficacy with the IK pattern.

Fully acceptable standard
achieved routinely

Able to take full
responsibility for own
work, and coach others

Competent

Has standardized and routinized procedures
Sees actions partially in terms of LT goals
Can prioritize

Fit for purpose, though
may lack refinement

Able to achieve most tasks
using own judgement

Advanced
Beginner

Actions are based on the kata
Situational perception still limited
All aspects are given equal importance

Straightforward tasks likely
to be completed to an
acceptable standard

Able to achieve some
steps using own
judgement, but coaching
needed for overall task

Novice

Strict adherence to the Kata. Little situational
perception & discretionary judgement.

Has to purposely concentrate on the IK routine.
Low self-efficacy in applying the IK routine.

Unlikely to be satisfactory
unless closely coached

Needs close coaching
and instruction

Table adapted from the Dreyfus Model of Skill Acquisition
Dreyfus, Stuart E., Formal Models vs. Human Situational Understanding: Inherent Limitations on the Modelling of Business Expertise,
University of California, Berkeley, 1981
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COACHING KATA PROFICIENCY ASSESSMENT

By Yvonne Muir, Jennifer Ayers & Julie Simmons

Stage| Level Characteristics Autonomy
* Intuitive grasp of coaching based on deep, practiced understanding 2nd Coach
E t * Direct, yet supportive . _ needed
xper + Coaching conversations are natural; learner doesn't notice being coached .
- Sought after for coaching advice occasionally
+ Clear perception of learner’s gaps or weaknesses
_ + Uses coaching to guide: adapts to the situation, asks meaningful questions
Proficient | . apility to assess learners preferred learning style (auditory, visual, kinesthetic)
2 + 2nd Coach capability 2nd Coach
+ Capable of sensing learners uncertainty level and knowledge threshold ng?f:)edcic all
C tent| Consistently coaches learner with a repeatable pattern P y
ompetent| . Coaching embedded in normal daily work
* Narrow "development perception"; recognizes need for 2nd coach
Advanced | - Becoming comfortable providing feedback to learner
Beginner | - Beginning to observe and listen more (vs. talk and advise) Must have a
+ Asks some probing questions to gain insight proficient
1 2nd Coach at
+ Rigidity in asking questions / uses closed ended questions each coaching
Novice » Lack of discipline to follow a pattern and recognize its importance cycle

* Focuses on results (command and control)
* Not able to hear and identify when learner has hit a Threshold of Knowledge
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Coaching Cycle Forms

© Mike Rother / Improvement Kata Handbook



WHO USES WHAT FORMS

i T SCACHING CYCLE CEBERYATION FORM  Sards it .
TARGET CCHOIT CH FORR <k S " F A, TR H - AW IEEED
2nd |, e . A .
| e’ s rmpzrms Doach’s aeal qeesdzn E e T e

Sl -[:I HH
N S et TP T T T T e — coach

Current Condition == '- C(ggshérr\‘?at(i)grfle
11 Target Condition e LT 11 Form
Form E . :
o
i Fr.l:ll'll!:‘:"::lcl'117r|::|'|-|:-: n A rbes mar s’

e Learner = Coach

| SISO LR ENCE

COALHME CYELE LA s Atk RS T T T

‘Mw - Fradad e a1 s Jb

T R e | "' fonw | lmsn meney Lawe | Ry
j— R |
i |
anf | C t -
e Coﬂgieiri‘on - Coaching Cycle
; 4 Plan / Tracking
28] | Run Charts |
1 )
10
| ——1
PoCa CECLESACTORD .
OBSTACLES o s “l_'_:"l':,__l;'. e e Lonmres | I'he Five {Juestions
= = = jrae B amrger o e

The Five

Questions
-- Key Form --

v kwrard bram relarg thai sirg !

i — |PDCA Cycles
T e— Record
-- Key Form --

e
.

COACHTNG KATA

Obstacle
Parking Lot
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WHERE THE FORMS GO
ON THE LEARNER’S STORYBOARD

Focus Process: Challenge:

Target Condition Current Condition Now PDCA Cycles Record

Achieve by: - The Five Cuestions
nd — CURRENT CONDITION 7 =] i
. = j— ! e, = i ) -+ Rl
TARGET CONDITION v o == : - ——
| S = LY Al T s { il din e b mrr by
e R
B b e pme g ey

B Pl v e el e i
Py Lemrned fromy abng tha meg”

e B TR L S S0

B CORCHINGD TR

it e BN PENISENT

Reflect an the Lasl Fop Teken
Berdira yin donl echualy hbrems
W Tl bl OF B wll D

B Vil e e Ll Bep?

L b DALMY 7] Pl el v BTt
1 At Aciwaly Happersat
Hj Pl el e LSS

Obstacles Parking Lot | = . "

_i'::|T|T|

[ Obstacke Parking Lot
Oheincla .l".p:.l.'.rlﬂlli
Exff Cycies
i - w s X - : ' w» - g : t‘ w
Tm - w x —= * LFIH'I
L ; | Thnlﬂ:u
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CURRENT CONDITION / TARGET CONDITION ‘xo"efamhing Breakthrough Challenge

Learner: Coach: Process:
. " Date e Achieve-By Date
Categories Current Condition Target Condition
1 Takt time
Task unit
& time to | Pc/t
complete ]
# of Shifts
2 Process steps
and sequence
Current .
operating Batch size
pattern | ywhere WIP
accumulates
Number of
operators
% exit cycle (atend
fluctuation of line)
Process metric
Bullet-point
observations
about the current
operating pattern
3Equipm. Machine capacity
capacity | chart
4 People Calculated number
required | of operators
5 Actual output / shift
Outcome ]
metrics Overtime?
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CURRENT CONDITION / TARGET CONDITION %ha"eng‘*:

Learner: Coach: Process:

Outcome Metric Process Metric

Categories Current Condition

Date

Target Condition Achieve-By Date

1| Task unit and time
to complete

2| Current operating
pattern

3| Equipment capacity

4| Number of people
required

5| Outcome metrics
(performance data)
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CURRENT CONDITION / TARGET CONDITION xha“engm

Learner: Coach: Process:

Outcome Metric Process Metric

Categories Current Condition

Date

Target Condition Achieve-By Date
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WORK STEPS & SEQUENCE

Process:

Date:

Operator | Operator | Operator | Operator

Work Sequence

DOB

Walking
—_—

Return to Start

Standard WIP
o

As you progress, you can develop a more detailed description of work steps for
each operator, called a Standard Work Chart. For non-manufacturing processes

you can use or develop a different depiction of work steps and sequence
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Obstacle Parking Lot

How can you
Obstacle measure that?
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PDCA CYCLES RECORD (Each row = one experiment)

Obstacle: Process:
Learner: Coach:
Date, step & metric:  What do you What happened : What we learned
: expect? :
—
o3
Q| E
S| =
Of g
2| &
s W
ol o
QS
° Y
o8
a3
S
Q|ao
&)
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5 QUESTION CARD (front)

The Five Questions

What is the Target Condition?
What is the Actual Condition now?
(Turn Card Over) >

What Obstacles do you think are preventing
you from reaching the target condition?

Which *one* are you addressing now?

What is your Next Step? (next PDCA /
experiment) What do you expect?

When can we go and see what we
Have Learned from taking that step?

g
O
Z
o
o
=
o
-

*You'll often work on the same obstacle for several PDCA cycles
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5 QUESTION CARD (back)

Reflect on the Last Step Taken

Because you don’t actually know
what the result of a step will be!

1) What was your Last Step?
2) What did you Expect?

3) What Actually Happened?
4) What did you Learn?

->

Return
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COACHING CYCLE PLAN & TRACKING |&2ach:

Plan Draw a dot for actual s;tart and end times

Note | d | Time :
s(t)a?t §a£?,§'t?,{,’e Monday Tuesday |Wednesday| Thursday Friday

>
S
S

oo
o
o

©
o
o

10:00

11:00

12:00

13:00

14:00

15:00

16:00

17:00

18:00
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COACHING CYCLE OBSERVATIONS

Process:

Date:

Coach:

Learner:

Start/End:

Question

COACH

LEARNER

Review Challenge

Q1: Target
condition?

Q2: Actual
condition now?

Reflect: PDCA
Cycles Record

Q3: Obstacles?
Which one?

Q4: Next step?
PDCA Record

Q5: When see
what learned?

What is the knowledge threshold?

Impressions:

Key point(s) for this Coach to practice next:

Next coaching cycle:
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