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PRACTICE SCIENTIFIC THINKING
Toyota Kata - Develop the creativity & adaptiveness of your team

Competitive conditions favor teams and organizations that know how to adapt.
It's not as difficult as you might think, because there are structured ‘Starter Kata’ practice routines you can
use to get started.

Toyota Kata is a skill-building process to shift our mindset and habits from a natural tendency to jump to
conclusions, to a tendency to think and work more scientifically. Best of all you only need to practice for 20
minutes once or twice a day, under the guidance of your coach

Toyota Kata = The Improvement Kata + the Coaching Kata
= Developing scientific thinking skill and mindset, by initially practicing a few simple “Starter Kata.”
= Scientific thinking as an ingredient of how effective teams and organizations navigate.
=  Away of working, and of working together, to improve, adapt and innovate.

TOYOTA KATA -
Daily Practice and Coaching for Scientific-Thinking Skill, Mindset, and Culture

Toyota Kata comes from Mike Rother's research on Toyota's management system.

It's a way of developing scientific-thinking skill and mindset in individuals, teams, and organizations, through
practicing Starter Kata. Toyota Kata doesn't teach problem solving, but rather a scientific mindset that
makes anyone more effective at problem solving.

There are two main elements within Toyota Kata. One is the four-step, scientific Improvement Kata pattern,
which helps anyone develop fundamental skills of working like a scientist.

The other is the Coaching Kata,
which is about practicing the learner-coach relationship for teaching the Improvement Kata pattern.
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The Improvement Kata and Coaching Kata each come with Starter Kata.
Practicing those Starter Kata increases the speed and scaleability of learning, and is particularly helpful when
you want to develop a shared scientific mindset in a group of people, because everyone starts with the same

basics.

Starter Kata are compact routines that are practiced deliberately, especially at the beginning, in order to
build new skills and habits. Think of playing scales in music.
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2 Starter Kata for the coach
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The five Coaching Kata questions

Purpose of asking the 5 questions:
* Reinforce the Improvement Kata

pattern.

* Help the coach see how the

learner is thinking, so the coach
can give appropriate feedback.
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Daily coaching cycles (20 minutes or less)
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The Improvement Kata

A four-step pattern to apply and
practice scientific thinking
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Today’s prescriptions probably won't fit tomorrow's problems, and the path to a
challenging goal can’'t be determined in advance anyway. Your best bet is to practice
a universal means of developing your own solutions (a “meta skill" for any situation).
That's what you learn by practicing the 4-step Improvement Kata pattern.

When conditions are complex and dynamic, scientific thinking may be the best
approach we currently have for navigating. Scientific thinking means knowing that
any idea should be tested. It means learning to compare what you think (theory)
with what actually happens (evidence), and to adjust based on what you discover
from the difference. It's a pattemn of thinking that makes us betier at reaching difficult
goails through unpredictable territory.
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However, scientific thinking is not our natural, default
mode. What normally happens is that our brain
quickly and unconsciously jumps to conclusions.
Scientific thinking 1s not difficult, it's just not our habit.
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Adults learn scientific thinking through practice. The simple “Starter Kata" practice
routines of the Improvement Kata teach a practical scientific pattern and help change
our habits of mind. They speed up your learning and make it easier to scale up in
teams and organizations. The Improvement Kata develops and mobilizes anyoneg’'s
creative capabilities, creative confidence, and ability to handle tough goals.

The Improvement Kata pattern comes from research on Toyota's management
system which is explained in the business book Toyeota Kata. Each step of the
Improvement Kata pattern has simple practice routines, called Starter Kata, that
make the pattern easily actionable and teachable. Instructions for the Starter Kata
are in the Toyota Kata Practice Guide.

Start practicing the Improvement Kata today

* You're a manager who needs to run a meeting and are wondering how to best do that.
* You would like to add useful (and marketable) skills to your personal portfolio.

* You're an educator who wants to help students practice critical-thinking STEM skills.
* You want to empower your feams.

* You're curious about the Improvement Kata.

* You use Lean techniques and want to develop the necessary mindset.

* Your new business is growing and you need a management system.

Take a first mini step today. Print out the Improvement Kata poster and get a few five
question cards. Read through the questions on the card, in the order shown, with your
team, in meetings, etc. You'll be adding scientific-thinking focus and flow to any meeting.

Improvement Kata Poster Five-Question Card
(click image for a pdf) (click the card, or get preprinted cards here)

THE FOUR STEPS OF The Five Questions g\
THE IMPROVEMENT KATA

{1 What is the Target Condition?

@ What is the Actual Condition now?
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‘What do you expect?
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The Coaching Kata

Managing through coaching

Without coaching a learner may not practice the right
pattern, or practice ineffectively. Without coaching, a
change in our brain's wiring is less likely to occur. The
Coaching Kata Starter Kata helps develop your skill for
supporting learners as they practice the Improvement Kata.

The Coaching Kata is practiced by managers, supernvisors
and team leaders who want to coach their people in a
scientific way of thinking & acting, so that those closest

to the action are aligned with the organization’s goals
and can develop solutions close to the action.

Instructions for the Coaching Kata are in the Toyota Kata Practice Guide.

Coaching cycles - Just 20 minutes a day

Leamer's I

The never-ending need for improvement and evolution .
in any organization gives you and your team the perfect

setting for practicing new skills: while you do your
normal work. The elegant trick is that as you Manager
practice and coach the Improvement Kata &

you are applying it to real goals, always
to the best of you and your team’s

current level of ability.

One coaching cycle involves the coach asking the five
Coaching Kata guestions of the learner, who refers fo their

IK storyboard. This is done once per day at a scheduled time,
plus as the need arises, taking 20 minutes or less each time.
The five questions are the main headings in the coaching cycle
dialog, and going through them has two main purposes:

* Reinforces the pattern of the Improvement Kata.
» Helps make the learner's current thinking apparent, so

the coach can give appropriate feedback as necessary.




“J) COACHING KATA QUESTIONS

Ask these questions daily, to help develop
and mobilize your team’s creative capability
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