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i Beth Carrington
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e 25 years experience 1n operations and
staff leadership

e Consultant and trainer since 1999

LV ]
e One of 3 CPD "B¥a TK Instructors

e W3 Group LLC Partner and Consultant
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Klyoshl Suzaki

MANAGING PEOPLE FOR
IMPROVEMENT, ADAPTIVENESS,
AND SUPERIOR RESULTS

|
|
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| Bestselling coauthor of Learning to See
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i An Argument for Adaptiveness
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http://www.youtube.com/watch?
v=CcLIOWu2kWwSY &fteature=player embed
ded
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, Toyota Kata ADAPTIVENESS

- o 0 years of Toyota research and global
experimentation by author, Mike Rother

“How any organization in any industry can progress
from old-fashioned management by results
to a strikingly different and better way.”

—James P. Womack, Chairman and Founder, Lean Enterprise Institute

e Highly/successful organization’ s
l¢adei'ship model has been dissected and

MTOYOTA . analyzed

Great news! Model can be taught and, with

K Am practice, perfected

e Culturally and sustainably obtain true
MANAGING PEOPLE FOR continuous improvement.
IMPROVEMENT, ADAPTIVENESS,
AND SUPERIOR RESULTS e Leadership practices which lead to
adaptive thoughts and behaviors utilized to
achieve superior results in our rapidly
Bestselling coauthor of Learning to See changing environment and business
- climate.
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g Presentation

e Toyota Kata
¢+ What 1s a Kata?

+ How can it be used to operationalize continuous improvement in an
organization?

e Improvement Kata Routines

2 4 3 1

i : Next /

urren Target

Condition Obstacles Cond?tion) /
(TO) / /

e Coaching Kata and Coaching
+ KEY to sustainability
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e Awareness; not skill development

e Sense of the subtle yet powerful nuances
Toyota Kata

e A paradigm shift in your thinking about
your role as a manager and how continuous
improvement is achieved and sustained.
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J Lean and Toyota Kata
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Typical Lean Toyota Kata
Focus is on tools and Focus 1s on what you can’t see.
techniques. Behaviors of managers and
What you see when you go on subqrdinates in their daily
benchmarking trips. routines.
5 Utilizing tools and techniques when
. '_ {) needed to eliminate obstacles.

L Surt
oo B98I
HEAVEN?)  { weLL0Rvedes)
2 /a
.
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g Kata I

Martial Arts routines repeated over and over, until
they become second nature.

Performed without cognitive thought.
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/4 Toyota Kata o

Improvement Kata Coaching Kata
¢ Routines performed by ¢ Scheduled and
a mentee (learner) structured coaching
while being coached by routines performed at
a mentor. the Gemba (workplace)
between mentee and
mentor.

Coaching occurs outside of routiné
scheduled sésstons as the-threshold of the

mentee’ s knowledge and ability has to be
extended.
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m Operationalize the Kata

Kata becomes the daily
management behavior
to activate human
capability

To learn new routines
and behaviors apply a
kata approach, a
routine to practice

Way of changing thought
and behavior
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The Four Routines

of the Improvement Kata

4 3 1

Next /
Current Target
Condition Obstacles Condition
(TC)

Beth Carrington, W3 Group, LLC 12 Lean Transformation e Consulting e Training e Support



LT M v N N

’ Vision: Sense of Direction

One by one flow at lowest cost to
the customer

Toyota s “True North”
Gives direction to the organization
The road is not defined

The vision 1s vague & far away

Without a sense of direction

Discussions of what and if we should
do things e.g. “small batch sizes
vs. more material handling”

Sub-optimization
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The Four Routines

of the Improvement Kata

4 3 1

Next /
Current Target
Condition Obstacles Condition
(TC)
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, Current Condition Routine

The Improvement Kata

f N g N G N\
PDCA Toward the
Grasp the Establish the <
Understand (Iniﬁal) Next Target Target Condition
the direction, Current Condition ﬂ
vision, target, Condition g
or need it > \e=T=/

~00 @)=

The 5
Questions

\ — ~ %
Observe and
analyze the
current process
condition.
Problem Solving
Planning and Adapting

Figure A2-1. Process analysis helps you grasp the current condition

Beth Carrington, W3 Group, LLC 15

Summary
reflection

What have
we learned?

Lean Transformation
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e Consulting e Training e Support



m Grasp Current Condition

e Real time

e Quick Cycle

e Actual observation based

o Stability

Process
Variation
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Grasp the Current Condition
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e Standardized format
¢ Routine
¢ Guides you on what to look for

Line Pace : B

« Takt time = 30 seconds
+ Pc/t = 22 seconds

: Gg%iggsses) =27% 40 ] Range of observed cycle times
* 10 changeovers per day 35 Lowest repeatable
- EPE| = 1 day observed (F:’yc{e time
’ Takt
First | essions
« Qutput cycles vary +/- 109% 25 }A/Lé
« Operator work steps vary A
- No 1x1 Flow (buffers) el PIRES
+ 3-4 days inventory 90% VAN o s
« Line does not meet Pc/t of Pc/t
and must run overtime 152)
Machine Capacit 10 7
» Op 90 cannot meet Pc/t
(see chart) 55 A % % %
Ha i pcs pcs pcs pcs
« Operator cycles fluctuate [40] [70] [s0] [110 NN RN
up to -30% / + 90% s
- Operator 4 cannot consistently Machines Operators
meet Pc/t

Necessary Number of Operators
+ 3.2 operators / 4 actual
+ Operators 1,2 & 3
are underutilized

Figure A2-27. Current condition summary in one-page format
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Line Pace

« Takt time = 30 seconds

+ Pcht = 22 seconds

* Gap (losses) = 27%

+ 2 Shifts

* 10 changeovers per day
« EPEl =1 day

First Impressions
* Qutput cycles vary +/- 109%

* No 1x1 Flow (buffers)

+ 3-4 days inventory

* Line does not meet Pc/t
and must run overtime

Machine Capacity

* Op 90 cannot meet Pc/t
(see chart)

+ Operator cycles fluctuate
up to -30% / + 90%

+ Operator 4 cannot consistently
meet Pch

N N r

+ 3.2 operators / 4 actual
« Operators 1,2 & 3
are underutilized

Takt

* Operator work steps vary  p.s

90°/°2° oy
of Pc/t
15

40

35

Range of observed cycle times

Lowest repeatable
observed cyc{e time

25 -

M

-

10 —

5 -

pcs

A it

Machines

\O/B\BNANC)
Operators

Figure A2-27. Current condition summary in one-page format
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' Effective Target Condition
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The Four Routines

of the Improvement Kata

4 3 1

Next /
Current Target
Condition Obstacles Condition
(TC)
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m Setting Target Conditions

Not setting a goal but rather describing how the
process should run!

Target
An outcome, result, or goal

Inventory level
Inventory turns
Lead time

> Output per hour

Target Condition

Pr Cost, Labor cost
OcesS Quality level
Productivity
A description of how the process should etc.
operate in order to achieve the target.
Actionable Cannot be achieved directly
These conditions will generate...}...these outcomes and results

Figure 5-17. Difference between a target condition and a target

Beth Carrington, W3 Group, LLC 21 Lean Transformation e Consulting e Training e Support
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J Typical Box Scorecard Approach

BOX SCORECARD - 2008

RO a eb a Ap a
Monthly MS! Produced Plan 5,665,666 5,665,666 7,082,082 5,665,666 5,665,666 7,082,082
U
y Actual 9,567,324 7,179,096 | 9,848,916
. Plan 20.3 20.3 20.3 20.3 20.3 20.3
Trial Response (Days)
Actual 222 15.2 19.27 26.00
Intemal Film Purchases Plan 67.0% 67.0% 67.0% 67.0% 67.0% 67.0%
Actual 68.7% 66.7% 73.3% 72.2%
O RFO D QUA a eb a Ap a
Pl 2.86 2.86 2.86 2.86 2.86 2.86
Complaint Occurrences/$MM an
Actual 3.10 2.8 2.3 2.8
Retur Dolars % of Sales Plan 0.6% 0.6% 0.6% 0.6% 0.6% 0.6%
Actual 0.60% 0.55% 0.18% 0.02%
On-Time Delivery vs Request Plan 69.0% 69.0% 69.0% 69.0% 69.0% 69.0%
i Actual 71.4% 67.6% 65.4%
On-Time Delivery vs Acknowledae Plan 96.5% 96.5% 96.5% 96.5% 96.5% 96.5%
i g Actual 96.6%
Lead-Time Plan 225 225 225 225 225 225
Actual 30 29 27
1SO 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%
OPERATIONA a eb a Ap a
Cost/Eq Unit Measure Plan 0.0860 0.0860 0.0860 0.0860 0.0860 0.0860
2006= .075, 2007= 0.105 Actual 0.073 0.100 0.099
Effective Feet/Minute Plan 197 197 197 197 197 197
(asset adjusted rate) Actual 193 192 186
% Sra Plan 10.30% 10.30% 10.30% 10.30% 10.30% 10.30%
o Serep Actual 8.53% 9.91%
§ Plan 20.0 20.0 20.0 20.0 20.0 20.0
Changeover Time/Color (Min)
Actual 26.1
Plan 61.0 61.0 61.0 61.0 61.0 61.0
Inventory Days On Hand
Actual 69.4 68.7
A RO a eb a Ap a
. Plan 1.00 1.00 1.00 1.00 1.00 1.00
OSHA Incident Rate
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 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%

Beth Carrington, W3 Group, LLC
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How was
that

calculated?

84.9% OTD

Last Period

Backward looking
Vs.

Strive for a future reality

Lean Transformation e Consulting e Training e Support
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i Developing Target Conditions
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m Setting Target Conditions

Used for
PDCA

Used to
check
outcomes

Beth Carrington, W3 Group, LLC

Include the date by when you want to have reached this condition.

(1) PROCESS STEPS, SEQUENCE AND TIES

(2) OTHER PROCESS CHARACTERISTICS

Examples: + Number of operators
* Number of shifts
* Where 1x1 flow is planned
* Where inventory buffers are to be held
* Leveling sequence

(3) PROCESS METRICS)

To check condition of the process in real time

Examples: + Time for each step, piece, pitch, etc.
* Degree of fluctuation from cycle to cycle

\

(4) OUTCOME METRIC(S)

To check outcome of improvement efforts

Examples: + Number of pieces per hour / shift / day
* Leveling sequence attainment
* Productivity

25
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I Everyone’ s attention turns...

B
O‘\
(‘O ) Needa part
here every
16 seconds

“What is preventing us from having

a part here every 16 seconds?”

,J;”,g‘}g‘;’:{‘;’,,’;‘;’ﬁgﬁ ,’,’:;’3?"“”" What do we NEED to do? Not. What could we do?
components!”

With a target condition

Lean Transformation e Consulting e Training e Support
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m Without a Target Condition

You could end up with... %
e laundry list of O]
Improvement
opportunities {;T—’ 4';@
e debates on which item
L “We could...
on the list 1s more - rodce Bafip tine™
. ...Clean and organize”
1mp ortant ...hunt for waste”
...apply kanban”
...make a U-shaped line”
e lists of waste e
observations Without a target condition

Beth Carrington, W3 Group, LLC 27 Lean Transformation e Consulting e Training e Support
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J Target Condition

Don’ t know how we’ 11
get there!

¢ “Over the horizon”

Target

Current
Condition

¢+ Past the light beam of
the flashlight.

Condition

+ With practice people
learn to adapt; work
their way through the
unknown

Figure 6-5, The flashlight analogy

Beth Carrington, W3 Group, LLC 28 Lean Transformation e Consulting e Training e Support



' Effective Target Condition
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oCell- TGC-4 eCurrent and Target Condition
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eFocus in this cycle of improvement kata
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g Take a step toward the Target Condition

PDCA Cycles Small & Frequent

e \
ACT | PLAN Target
feh _condition
and R
\see/ 5
CHECKT DO Current Qo
_ condition )
< el SN
v.
g J

Q

VCTISUS

Kaizen Blitz | ... |
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w Small & Frequent PDCA Cycles

Cardboard & Duct Tape

Scientific method;
Hypothesize

Experiment (test it)

Risk of failure low

Learning maximized

Quick cycle, see effects real-
time

One thing at a time, cause
and effect

Unbelievable results
achieved in very short
period of time

Beth Carrington, W3 Group, LLC 32 Lean Transformation e Consulting e Training e Support



m 5 PDCA cycles 1in 1 day
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el 70:1:(2‘ Wosloa

S e tap/L
r\ OpengiApm % j
2 orp i F
P! e L % — L 4
O 1 udfes (Wi [po \ O, Bl i /{wd
‘ 2 g i [Tt g | 2w Sat] o ToedAls atial A,,, op |
GuADpiny | P (irgxe Jo‘,n, D105 12) gtsg i ASvals |
()
=
6\ =2V ) R Y o e /‘J
A
3 Losd= &w«»""\,‘p budey \ Ok o oo AR Ut rtvenderre. & lets l:o),
LJ» Lipdure i_Qn ’(’7‘“‘ WM ““”‘7 ; N e p}c(.r
[l ek bt | i ncop onihs] ks glop | P

[P et [l e [l |
vai

mmlu}
Proces= ANALYSIS St
%‘ 00‘@ .bm\ ﬂ/a A

| daase 3 et
(‘J(J‘du /]

Sr: _Av/'
S et

g, g

J 6\ ,'{ Ay Stemnre

7 7 el st
F\“x,(/‘ DG 0/ kw{- 'V';;r..'la,;) loxd \olbd C# L by(), v gt 33,5
H wy(/ body wimed o |25%Y »u:.« swwl‘s re e

box thosr by, Vx| 2ol Heo

Lpatta el \“»’T"‘ b
levlin X 3 \abels
: ael=f |

Pecobift 9—5L_~{-45
STHATEY 2ol chifh
()22 ?— (10 lp'> pe~doif
o S 4o
(zap =

#V\[%‘\ 3merv 5'UV\=
[JLL\ Pu'*c /“3 Ufu“{( /1b-f-
-‘z‘ipf f:(‘a_. V‘A{J
%)ﬂ/{f't Yottt atpe XK

- VAprs
L—VM A4 o wA Az A pf/7
mMmacst Ve AW Tl

o ghol o CoP A Lo l'{}’
not  Aln Ssu <
¥ Prycess stbil *y
o pecrtol slis  vacy
Dlaﬂb' g&‘{ﬂu-j Cnu>-r¢( ‘SP1 Les
-

wsu "t«»—»—«

F
Jokr pp S

Beth Carrington, W3 Group, LLC 34

BB

9 S

Byat n?(fx.zl, Ll b M/\,)
8 Y

op R ;
:2? ls‘ R»M/f (,uhzc 4 ,o_;{’_r:/‘
v/ Rl (A -
Y S IW""/{ tuvvb ._/rv\_[/‘/{\ﬁ—p/ - U iAo
:5 4 MM ptA -
(7] vl

Lean Transformation e Consulting e Training e Support



' Real Time, Direct Observations

Beth Carrington, W3 Group, LLC 35 Lean Transformation e Consulting e Training e Support



' Overcome CURRENT obstacle

e Current obstacle not the biggest and
baddest

Beth Carrington, W3 Group, LLC 36 Lean Transformation e Consulting e Training e Support
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w [terative Learning

http://www.youtube.com/watch?
v=COKqgiFaHmls
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The Four Routines

of the Improvement Kata

4 3 1

Next /
Current Target
Condition Obstacles Condition
(TC)
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/4 Toyota Kata o

Improvement Kata Coaching Kata
¢ Routines performed by ¢ Scheduled and
a mentee (learner) structured coaching
while being coached by routine performed at
a mentor the

“Gemba” (workplace)
between m¢  ee and

. coach
Coaching occurs outside of routiné

scheduled sésstons as the-threshold of the
mentee knowledge and ability has to be
extended

Beth Carrington, W3 Group, LLC 40 Lean Transformation e Consulting e Training e Support



Coaching Kata

LT M v N N

Group

Leader (Coach/
Mentor)

Beth Carrington, W3 Group, LLC

g("

B Team
Leader Production
(Mentee) Manager
(Second Coach)
Mentor Mentee

\ e

A 4 A X 4 A

02/24/2010 < em——{T e Process

Coaching Process
Target Condition Target Condition

- - -

Coaching is
the knob
you can turn.

If the process
target condition is
not being reached,

the problem lies
in the coaching.

Figure 9-7. If the improvement kata is not working properly, the coaching
needs adjusting

41 Lean Transformation e Consulting e Training e Support
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i “Coaching Cycles”

Five questions asked
in a specific order;
it 1s a kata, a
practice, a routine.

It" s deep practice that
builds new patterns

and establishes new
behavior.

Beth Carrington, W3 Group, LLC 42

THE FIVE QUESTIONS

. What is your target condition here?
. What is the actual condition now?
. What obstacles are now preventing you

from reaching the target condition?
Which one are you addressing now?

. What is your next step?

(start of the next PDCA cycle)

. When can we go and see what we

have learned from taking that step?

Lean Transformation e Consulting e Training e Support



’ Coaching o

Mentor It" s about developing

- coach Next ]

8 LA I et people, not solving the
- trainer

problem or overcoming
the obstacle

Let the learner make a
mistake, we learn best
on the edge of our
knowledge.

Current
Condition

Figure 8-2. Toyota’s classic depiction of its mentor/mentee approach
Note: Labels and current- and target-condition circles were added by the author.
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’ Toyota Kata o

Not an implementation Establishing new thought
process, as in a tool of and behavior takes

lean. It1s a way of practice and coaching.
changing behavior and

. 4 \
mindset. Fixed Mindset Adaptive Mindset
Avoids uncertainty Accepts uncertainty
+ Try to have path defined before + Plan is made, but actual path
starting is determined along the way
+ Financial metrics used to + Financial metrics used to determine
determine direction where refinement is needed
- Hang on to a status quo + Working toward a long-term goal

; (thinking beyond the familiar,
s p9§§|PI? toward aﬂvision_)» :

+ Change is occasional, with « Change is frequent and normal,

attempts at leaps to catch up typically in small steps
+ Mistakes & problems = failure + Mistakes & problems = normal
Finding them is considered Finding them is considered useful
detrimental for learning (on a small scale!)
N i
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’ Toyota Kata Learning Progression

Able to Can teach others

coach it

4

Able to
do it

Can effectively apply the

improvement kata

4

of it

Aware

Is aware of the improvement kata
approach to improvement and adaptation

Beth Carrington, W3 Group, LLC
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g Combine training and doing!

. This is where you recognize
Not this Training |:> Doing |« how people are thinking,
what they are learning and
what they need to
learn/practice

But this | Doing & |
(combined) | Trai nging “_ The coach sees in real
time where the learner

is, and introduces
appropriate adjustments.

Lean Transformation e Consulting e Training e Support
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Dreytus Model
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HOW WE TEND TO PROGRESS

IN LEARNING A SKILL

The Dreyfus Model of Skill Acquisition

Characteristics

Standard of Work

Autonomy

Adherence to rules or plans
Little situational perception
No discretionary judgement

Unlikely to be satisfactory
unless closely supervised

Needs close supervision
or instruction

Action based on attributes or aspects
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 supervision
needed for overall task

Copes with crowdedness
Sees actions partially in terms of LT goals
Has standardized and routinized procedures

Fit for purpose, though
may lack refinement

Able to achieve most tasks
using own judgement

Sees what is most important in a situation
Perceives deviations from the normal pattern
Maxims vary according to situation

Fully acceptable standard
achieved routinely

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

Stage
Novice
Advanced
Beginner
) Competent
(7}
@
2| Proficient
ol ©
sls
<[]
o Expert
'o

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

Adapted from: Dreyfus, Swart E., Formal Models vs. Human Situational Understanding:
Inherent Limitations on the Modelling of Business Expertise, University of California, Berkeley, 1981

Beth Carrington, W3 Group, LLC
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’ Skill Develoment Plan

Beth Carrington, W3 Group, LLC

EXAMPLE SKILL DEVELOPMENT PLAN

[ READ Read the books Toyota Kata & The Talent Code
INTRODUCTORY Objective Activities
PRACTICE Introduction to Toyota Kata Classroom overview session
hsele :R? thinking and methodology " s d+
whole thin S : : initi - tici
(~3 days)g Familiarity with the 4 routines ofna|III“fcl>aLllr rgﬂtii:sn pracycing
CHUNKED Process Target PDCA Coaching
PRACTICE Analysis Condition Cycles Cycles
Session 1
Session 2
Session 3
Session 4
conitc | Apply the improvement kata in daily work,
CYCLES with daily coaching checks and guidance
48
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g In Conclusion

Toyota Kata 1s a management system.

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

e It 1s a system of leadership practice
which drives adaptive thought and
behavior.
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' The Talent Code

“I am willing to guarantee that you will not read a more important

() Truly a Companion read and useful book in 2009, or any other year.”
—TOM BEINHRE oot dtannak o A alines
to Toyota Kata.

THE

e The Talent Code answers
the question:

“How do we learn new
behaviors, skills?”

GREATNESS ISN'T BORN.
IT'S GROWN. HERE’S HOW.

DANILEL COYLE

author of the New York Times bestseller Lance Armstrong’s War
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’ Slide Share

LT M v N N

e This presentation 1s available on slide share,
and as you will notice it has already been
updated since your handouts were printed.

http://www.slideshare.net/bcarrington/toyota-
kata-presentation-382011
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