Building an Improvement Culture through Deliberate Practice

Learning to Think
with Toyota Kata
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Improvement Learning, Improved

Over 1000 Continuous Improvement Lessons

Start watching now for free

LEAN SIX SIGMA

Watch the Intra Video

Gemba Academy is trusted by companies around the world for their lean and six sigma training needs.
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The Basic Conflict:
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OUR BRAIN
FILLS IN BLANKS

Automatically, quickly and silently

Current Knowledge Threshold

This is very fast, energy efficient, and works with an abundance of caution.

Graphic © Mike Rother — Used under Creative Commons License



Our brains are great at filling
In patterns we recognize



Our brains are great at filling
In patterns we recognize

Even information that isn’t there:



Enter Scientific Thinking



Scientific thinking in a process of deliberately engaging reality with the
intent of learning. It’s curiosity about a world we will never fully
understand, be we want to take the next step to understand a little better.

What we What
expect actually
to happen happens
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It’s a continuous comparison between what we predict will happen next,
seeing what actually happens, and adjusting our understanding and
actions based on what we learn from the difference.

Obstacles

We want

to be
Unclear here

Territory
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Scientific thinking isn’t natural... but anyone can learn to think this way by
practicing the routines of the Improvement and Coaching Kata.

© Mike Rother Licensed under Creative Commons



What’s the next number in this series?

2,4,6,8,10,12, ?

© Mike Rother Licensed under Creative Commons



Answer:

2,4,6,8,10,12, 2

© Mike Rother Licensed under Creative Commons



What we
expect
to happen

What
actually
happens

14 2
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What we
expect
to happen

What
actually
happens

14 2
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This pointis our
Threshold of Knowledge

|

2,4,6,8,10,12, ?
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The Improvement Kata

-



A model for scientific thinking.

Establish the

Understand the

Grasp the

Experiment against
Obstacles

TARGET
CONDITION

The 5 Questions



Understand the

What problem am
| trying to solve?

What am I trying to
learn about?

A model for scientific thinking.

Grasp the

X

Establish the

TARGET
CONDITION

Experiment against
Obstacles

The 5 Questions




Understand the

What problem am
| trying to solve?

What am I trying to
learn about?

A model for scientific thinking.

Grasp the

X

What do | know?

What do | not know?

What is my threshold
of knowledge?

Establish the

TARGET
CONDITION

Experiment against
Obstacles
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Understand the

What problem am
| trying to solve?

What am I trying to
learn about?

A model for scientific thinking.

Grasp the Establish the Experiment against
Obstacles

)
LSt b
CONDITION
CcC The 5 Questions

Where am I striving
to go next?
What do I not know? What obstacles
will I have to overcome
to get there?
What will I need to learn?

What do | know?

What is my threshold
of knowledge?



Understand the

What problem am
| trying to solve?

What am I trying to
learn about?

A model for scientific thinking.

Grasp the

X

What do | know?

What do | not know?

What is my threshold
of knowledge?

Establish the

TARGET
CONDITION

Where am I striving
to go next?
What obstacles
will I have to overcome
to get there?
What will I need to learn?

Experiment against
Obstacles

The 5 Questions

Run experiments
against obstacles
in order to learn.












Neurons that fire together
wire together

“Habits” are the result
of connections that have
been reinforced over time

Good News:

We can change that wiring if:
We want to.
We work at it.

U.S. Department of Health and Human Services



Neurons that fire together wire together

-

Search YouTube for Backwards Brain Bicycle - Smarter Every Day



The Coaching Kata

A routine for learning to coach the Improvement Kata

The coaching kata gives leaders a standardized approach to develop
coaching skill in the course of daily work - developing the improvement
skill of those who work for them.

Together, the Improvement Kata and Coaching Kata teach and develop
a System Of management. Derived from material © Mike Rother



Learning Any
New Skill

' Requires: Frequent
Enthusiasm Practice
Growing self-efficacy: A little every day.

“I’m getting better
at this.”

\

. PN

Coaching g
Corrective feedback ‘
to ensure the learner =
practices the right
patterns.

Structured

Routines
Structured routines for
beginners to practice

fundamentals

Photo: U.S. Navy
REAons License
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Why is this hard to do alone?
Because it is human nature, and

all to easy, to end up here:

Instead of struggling to learn something new,
we usually prefer to “practice” what we already know.
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THE FIVE QUESTIONS

o What is the Target Condition?

What is the Actual Condition now?

(Turn Card Over) G

e What Obstacles do you think are preventing
you from reaching the target condition?
Which *one* are you addressing now?

o What is your Next Step?
(Next experiment) What do you expect?

e How quickly can we go and see what we
Have Learned from taking that step?




Reflect on the Last Step Taken

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

Have the learner state the obstacle being worked on
a What did you plan as your Last Step?

o What did you Expect?

e What Actually Happened?

0 What did you Learn?
Return to question 3

Coaching questions derived from Improvement Kata Handbook
© Creative Commons by Mike Rother




Let’s Practice



Challenge: Sell the house for
a profit of $20,000

Current Target Condition:
Stage the living room

Current Obstacle: Lamp
doesn’t work




It’s not about the lamp... or the dominos.




loyota Kata Resources

“How any organization in any industry can progress
from old-fashioned management by results
1o a strikingly different and better way."”
~James P. Womack, Chairman and Founder, Lean Enterprise Institute

MANAGING PEOPLE FOR
IMPROVEMENT, ADAPTIVENESS,
AND SUPERIOR RESULTS

Bestselling coauthor of Learning to See
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BUILDING ORGANIZATIONAL
CAPABILITY AND MINDSET
THROUGH KATA COACHING

THE

TOYOTA

KATA

PRACTICE ¢\%
GUDE S

PRACTICING SCIENTIFIC
THINKING SKILLS FOR
SUPERIOR RESULTS IN
20 MINUTES A DAY

MIKE
ROTHER

AUTHOR OF THE BESTSELLING
TOYOTA KATA AND TOYOTA KATA CULTURE



Google: Toyota Kata
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Devolop sclentific thinking

Practice Makes Progress
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Dashboard - Leaming Library - Schoolof Lean - Toyota Kata - Practice Makes Progress - Toyota Kata Overview

Toyota Kata - Practice Makes Progress

Do you know where and how to start making imp to your organi 7 Our Kata course will show you where and how to begin solving problems you may be facing,
- 1.00 . close
° Toyota Kata Overview 0523 * °
The Marshmallow Challenge Icebreaker 04:04
Lean and Organizational Culture 12:45
ps of the Improvement Kata
Leaders Are Teachers 07:01
What Learning Looks Like 1224
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Thinking
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The 5 Questions
Course Resources
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2 quisror Toyota Kata Overview

[ QuizAnswers

= Quie In this video Ron Pereira introduces the course with an explanation of what Toyota Kata is, its history, and how it can be used by

anyone in any industry to change things for the better. Ron also introduces the course facilitator, Mark Rosenthal, before explaining

[ Kata Facilitators Guide how the course can be used
[ Kata Story Board Template

Topic: # Toyota Kats
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Username: leansystems
Password: lean2018

Improvement Learning, Improved

Over 1000 Continuous Improvement Lessons

Start watching now for free

LEAN SIX SIGMA

Watch the Intro Video

Gemba Academy is trusted by companies around the world for their lean and six sigma training needs.
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