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EMBRACING EXCELLENCE

About the Speaker

e 28 years in Aerospace industry

* Last 12 years working with continuous improvement
» 7 years experience with Toyota Kata

* [MP Aerostructures
* ~50 years experience

* We specialize in the manufacturing of flight-critical aircraft
assemblies and detail components.

» Special Processes: Heat treatment, Chemical Processing
Spotwelding, Drop Hammer Forming &
Composite Bonding
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Let’s embark...

* How many people today have held a Kaizen event?
« How many people have had a Kaizen event fail?

* How many have done a Kata training?

* How many of us do not know where to start a kata?

KATA-mazing

Here’s the plan

Speaker’s KATA Testimonies
10-minute exercise
Self-Start a Kata

Lessons learned

g/\EA




Speaker’s KATA journey

change

Engage the team

LT


Presenter Notes
Presentation Notes
Before being introduced to KATA, I  managed the continuous improvement department we traditionally held kaizen event and brainstormed solutions to our process issues
Develop action item list and assign ECD and responsibility
Now the leaders have to convince their team that “the Kaizen idea” is the right solution.  Leaders are left to direct change management on their own and push their team to an agreed upon solution they had no say in.  How many times have you followed-through with “good advice”.  What was wrong with the way we were doing it?
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Toyota KATA = Scientific thinking

THE FOUR STEPS OF
THE IMPROVEMENT KATA


Presenter Notes
Presentation Notes
The traditional tools used: PDCA
However, trying to drive the teams to “do” your ideas and when you go and check if it was done, it was not fulfilled. An action item list is not a tool that engages employees to follow the plan
So we react to implemented an action but we fail to monitor the follow-through because the team is in a situation to “just get it done”
Our team members are now to busy, actions come to halt (too busy, have to explain why, project is too big).


Why does Toyota Kata work? Change vs Evolve

change ven
\'chanj \

To make someone or something different

evolve ver

\ i-'volv \

To naturally develop to a different adaptive state or condition

g/\EA



Presenter Notes
Presentation Notes
Interesting isn’t it.  Companies build change management plans to deploy from the top down, what if instead we use a tool to allow the front lines to decide how to get to the goal without relinquishing your accountability or ethical responsibility 

Wouldn’t you rather develop naturally than being made to do it?



Speaker’s KATA journey

* Toyota Kata is a lean tool created by Mike Rother to ‘develop scientific
thinking as a way of working... to improve, adapt and innovate’

http://www-personal.umich.edu/~mrother/Homepage.html

e 2014 — Received Toyota KATA training workshop

* First Toyota KATA project launched started with 2 people

g/\EA



Presenter Notes
Presentation Notes
If you have never hear of Toyota Kata before, you are not alone.  Mike Rother’s website is filled with presentations and reference materials open to use as long as you reference him.  There are also videos on youtube that will show you the different stages and exercises for your review.
My session will give you two examples on how to start a KATA in your workplace instead of theory behind the tool.  I recommend to have at least one person in your organization go through a workshop as the experience will alter the way you do lean and branch out from there.
Thinking back on my training session, it is to this day a pivotal life-changing event in my lean journey.  The training was broken down into 2 segments.  The first half discussed the theory behind the tool and the second was a hands-on exercise (Practical),  During the first half of the workshop.  I was lost, confused, I did not understand.   However when we did the practical, Wow! The light went “on” and discovered how powerful this tool was.
Toyota KATA’s utilizes two tools


http://www-personal.umich.edu/%7Emrother/Homepage.html
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For this exercise we'll build this 15-piece puzzle
several times, and experiment with ways

to do it faster
Ravensburger Puzzle
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Presenter Notes
Presentation Notes
(Read the slide)
(Hand out one 'kit' per team, which contains the following items)
One puzzle / Forms 1 & 2 / A red pen & a pencil / One reflection card per person



2 KATA Testimonies
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2 KATA Testimonies

#1 - Non-Union KATA

Sub-Purchase order Turnaround Time (TAT)

 Where we were: 45 days TAT (was 30 days
* Challenge: 1 day TAT
* Work center: Purchasing

 # of people started: 2 then 3
e KATA Tool: Traditional
* Frequency: 3-days a week

WINNIPEG, MANITOBA | JUNE 6-9, 2022

COACHING KATA

1) What is the Target Condition?

What is the Actual Condition now?

~mmemm—-(Twrn Card Over)-------mm-emeeeeeeeev

4) What is your Next Step?

Have Learned from taking that step?

ARETIECT ON INE LAaSI olEp l1dken

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

1) What did you plan as your
Last Step?

2) What did you Expect?
3) What Actually Happened?

4) What did you Learn?

The Five Questions

Which *one* are you addressing now?

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

(Next experiment) What do you expect?

5) How quickly can we go and see what we

“You'll often work on the same obstacle with several experiments

=1
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Traditiona

Target Current

Condition
Achieve by: 2 mth

30 Days

Condition
45 Days

PDCA Cycles
Record

PDCA CYGLES RECORD ==

Obstacles
Parking Lo

The Five Questions

1) What is the Target Condition?
2) What is the Actual Condition now?
P o — >

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 experiment) What do you expect?

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

*You'll ofien work on the same obstacle with several experiments

WINNIPEG, MANITOBA | JUNE 6-9, 2022

Reflect on the Last Step Taken

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

1) What did you plan as your
Last Step?

2) What did you Expect?

3) What Actually Happened?

4) What did you Learn?

Return to question 3



Presenter Notes
Presentation Notes
Start doing the Kata.  It takes about 3 to 5 rounds before the team becomes comfortable with the routine.

Don’t forget 3 things:  Go to a kata board with purpose. Don’t forget to greet each other at the kata board.  Don’t forget the questions on the back


@ EMBRACING EXCELLENCE

Sup-Contact Purchase Oraer

Challenge: 1 Day TAT

4/1/2017
TAT = 30 Days

; KATA-mazing

—

4/1/2017 4/1/2017 -1/2/2018
Kaizen event Action ltem Meetings

10 Departments
20 people

Target: 30 days TAT by June 30

WINNIPEG, MANITOBA | JUNE 6-9, 2022 Dates are transposed for timeline clarity



Presenter Notes
Presentation Notes
-Dates are transposed to provide a clearer timeline
This Kata was pilot project so it merits to provide you with a background to where we were prior to implementing a Kata.
The average TAT to get a sub-contract purchase order raised was 30 days.  The issue became the point of focus for a kaizen event where 10 departments and approximately 20 people attended the event to develop a future state and action items to resolve the issue.  In the end, there were 100 actions dived into 8 categories, most of which were in the purchasing department.
After the event, bring the purchasing department team on board for the sub-contract purchase order action resolution became difficult.  The common barrier was the team did not understand actions to be resolved.  Although the team met every other week, the actions did not progress and there was turnaround in the department causing delay in the progress.
-In fact, we were aggravating and after 8 months of trying to push the actions to completion, we were at 45 days TAT
-It was at this time I received the kata training.  After the training I was eager to start implementing the Kata on this project however with being told not to do so, we started as a team of 2 to become familiar with the process with the permission of the purchasing supervisor.  We developed our storyboard and launched the first KATA.  The team leader was the learner and the continuous improvement representative was the first coach
-We knew our challenge was 1 day TAT. 
-The first milestone the learner identified was 30 days TAT in 2 months.  How did we do?
-We achieved it in a month.  Our next milestone was 20 days in 2 months. It is around the same time we implemented the training within the team and transitioned the team leader into the learner
-Again, we hit it out of the park within a month.  Seeing the progress with the Kata, the supervisor developed confidence in the tool.  We started to bring the supervisor into the kata as the first coach.  The next milestone was 15 days in 2 months
-We got there in 6 weeks.
-At this time, the obstacles that the team encoutered were now outside the department.  Thus, it is at this time we launch a second round of Kata in the planning department.  With permission of the supervisor, we proceeded in training members of the planning department and brought them on board.  The next step was 10 days which they reached in a week so we escalated to 5 day and they got there within two months.
-By the end of the year, we were down to 1 day.  3 if you count weekends and 4 years later, it is still sustained.
-Now that’s KATA-mazing
-


Tip #1

Overcoming one obstacle at a time increases
engagement which promotes growth, profits and
benefits faster

g/\EA




What did we change? Some examples...

Business processes and workflows
Floor layouts

Electronic form creation

Waste reduction

Did we sustain?
4 years later still held strong

g/\EA




#2 Union KATA

Improving the throughput of a product (Beam)
 Where we were: 7 days TAT (48 hours)

* Challenge: 2.5 days TAT (20 hours)

* Work center: Assembly

* # of people: 8 (4 Learners + 15t Coach + 2"d Coach + PM + QA)
» Kata Tool: Modified

* Frequency: 2-days a week

WINNIPEG, MANITOBA | JUNE 6-9, 2022
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Presenter Notes
Presentation Notes
In this kata project there were strong apprehension from the participants.  Again the kata is a new tool and it was interpreted as a disciplinary tool rather than an improvement tool.  The formality of the kata intimidated the participant and complained.  I restructured the KATA, keeping the same philosophy but simplifying the Learner’s task


Tip #2

If the traditional questions/Board do not “work”
for you, change the method but keep the intent

g/\EA
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The modified “Five” Questions

The Five Questions The Five Questions

What is the Target Condition? 1) What is the Goal for the week?

What is the Actual Condition now? 2) (Monday) How did we do?
(Turn Card Over) - 8 (+Thursday) What is the goal for next week?
1er)-=-mmmm- s

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

3) Did “xyz” work out as expected?

S 4 ] b Yes: Can you explain?or Move to next question
11C one” are you a ressing 1now. NO: What happened? (5-Whys‘7)

4) What is your Next Step?

Nenicxperanent] What doyenexpectd 4) Are there any new issues? (Maximize one way

5) How quickly can we go and see what we discussion - ask questions)

Have Learned from taking that step? 5) What is the next improvement expectation?
(Who?)

COACHING KATA

“You'll often work on the same obstacle with several experiments

WINNIPEG, MANITOBA | JUNE 6-9, 2022



Presenter Notes
Presentation Notes
1&2)Repeated the first two questions individually for each product line
3) Check on the trial that was agreed to the previous meeting?
4) Discuss the new obstacles via questions
5) Select what obstacle was to tackled next and assign one of 4 members to take the lead

Notes of the obstacles are kept by the second coach during the rounds. At the end of the meeting the notes are given to the first coach to keep track


KATA Board Twea

A l Beam Proj
* PDCA was verbal and ssembly eam Project

QTY complete

logged by the second Target Actual

coach Week ending  26-Oct | 0.75 | 0.75
e The learner still Week ending 2-Nov 0.75 0.8

defined th ilast Week ending 9-Nov 0.75 0.8
efine € miiestones Week ending 16-Nov 1 0.9

* Modified the 5- Week ending  23-Nov | 1 1
QUEStiOHS to be less Week ending 30-Nov 1 0.9
intimidatin Week ending 7-Dec 1 1
Intimi & Week ending 14-Dec 1 1

g/\EA



Presenter Notes
Presentation Notes
The participants were very intimidated by the story board and did not want to be associated with the story board.  They also found the questions were “uncomfortable” so we modified the KATA
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Proauct Line TAT Improvement

Challenge: 2.5 Day TAT

1/1/2018
TAT =7 Days

KATA-mazing

 _

1/1/p018

1/1/2018
EATA
Launched

Target: 5 days TAT by April 30 Target: 4 days TAT by May 31  Target: 3 days TAT by June 30

IIIIIIIIHIHHIHHHIHHHHHHHHI|IHHEIiHIHHHHIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIII %i@?



Presenter Notes
Presentation Notes
It took a few iterations to get the right balance with the new 5 questions and monitoring all the obstacles – so do not give up.  
-When we launched our KATA, The challenge was to reach 2.5 days the first milestone was to reach 5 days in 3 months
-It took the team 6 weeks to get there
-Next target was 4 days in 3 months
-Again in another 6 weeks it was achieved
-Next 3 day s in 3 months
-It was achieved in a month
-In 5 months we achieved our goal of 2.5 days
And that’s KATA-mazing




What did we change? Some examples...

Workflows

Tooling and equipment improvements
Developed cross-functional teams
Waste reduction

Did we sustain?
3 years and holding

g/\EA
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Self-Start a Kata
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Tip #3

Stop solving the problem as a leader and encourage
problem solving as a coach

g/\EA



Presenter Notes
Presentation Notes
Limit of understanding
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Starting KATA Story

Focus Process:

noard — Learning

I Challenge:

PDCA

’

-
1

|

Target Current

Condition Condition 2"d Coach

—— - (Coach’s supervisor or

change management
expert)

External

Learner
(SME at the heart of the process Coach Coach
and owns the storyboard & is 1 2nd (SME’s supervisor or change
responsible to update it) Coach management expert owns Questions)

WINNIPEG, MANITOBA | JUNE 6-9, 2022 ; dryoes ich.edu/~mrother/Homepage.html



Presenter Notes
Presentation Notes
The story board is a simplified summary of the project goal you are trying to reach.  There are 3 key players:
The SME (Learner)
The Coach
The second coach

The focus process/challenge connects with the company’s strategic objective (2nd Coach) – think of your smart goals
The learner is responsible for selecting the next target condition….Why?
The learner is also responsible for time bound of the next target condition….  Why do you think that is?  Have you ever been deflated when your boss says they needed something yesterday.  Completely destroys engagement.  What do you think typically happens in this situation?  The learner will pick a date safely out into the future.  Even if it is too safe, in almost all the target conditions my learner’s have set, not only did improved its achievement but there was a sense of pride knowing that they were able to do better.
The current condition which are the metrics that are monitoring the performance of the improvements.  The definition of these KPIs is a collaborative decision between all parties.  If there isn’t consensus, start with something relative agreed to by the learner.

How long did my kataboards tend to last? Around 6 to 8 months to get close to the challenge and 3 months to sustain so about 1 year.


http://www.clker.com/cliparts/c/c/e/9/12065597621194364324nicubunu_Abstract_person.svg.med.png
http://www.clker.com/cliparts/9/c/7/6/11949845431036898252ppl3.svg.med.png
http://www.clker.com/cliparts/P/s/n/f/m/r/grey-person-md.png

Select the Process and Challenge

Linked to strategic objectives and/or company goals

Understand the process’s current state and
communicate the importance of the Challenge

Employee meetings
Risk/Benefit

g/\EA




Select your learner/coach team

An individual at the heart of the process who has
the autonomy to tackle the challenge obstacles

Develop/Roll-out a Kata training

Group exercise involving learner, their team and the first
coach

g/\EA




Develop KPIs as a team

Start small
Consensus

Select the First Target Condition/by Date
Defined by the learner

List the Obstacles
Learner = Internal Coach = External (Another Kata?)

g/\EA




How often do you meet at the Kata board?

Meeting frequency « Cycle time of the process
No less than once a week

Hourly Daily
2-3 Days 3 times a week
3+ Days 2 times a week
@3 Month sustain Once a week

%{/\é\



Presenter Notes
Presentation Notes
Limit of understanding
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Attendance

Target Current PDCA Cycles
Condition Condition Record d' 2" Coach

BRIy (If cannot always attend
Minimum once a month)

Obstacles
Parking Lot

Learner

(Always attends) Coach

(Always attends)

WINNIPEG, MANITOBA | JUNE 6-9, 2022 http://www-personal.umich.edu/~mrother/Homepage.html



Presenter Notes
Presentation Notes
The story board is a simplified summary of the project goal you are trying to reach.  There are 3 key players:
The SME (Learner)
The Coach
The second coach

The focus process/challenge connects with the company’s strategic objective (2nd Coach) – think of your smart goals
The learner is responsible for selecting the next target condition….Why?
The learner is also responsible for time bound of the next target condition….  Why do you think that is?  Have you ever been deflated when your boss says they needed something yesterday.  Completely destroys engagement.  What do you think typically happens in this situation?  The learner will pick a date safely out into the future.  Even if it is too safe, in almost all the target conditions my learner’s have set, not only did improved its achievement but there was a sense of pride knowing that they were able to do better.
The current condition which are the metrics that are monitoring the performance of the improvements.  The definition of these KPIs is a collaborative decision between all parties.  If there isn’t consensus, start with something relative agreed to by the learner.

How long did my kataboards tend to last? Around 6 to 8 months to get close to the challenge and 3 months to sustain so about 1 year.


http://www.clker.com/cliparts/c/c/e/9/12065597621194364324nicubunu_Abstract_person.svg.med.png
http://www.clker.com/cliparts/9/c/7/6/11949845431036898252ppl3.svg.med.png
http://www.clker.com/cliparts/P/s/n/f/m/r/grey-person-md.png

@ EMBRACING EXCELLENCE

Anticipated Progress

Goal / A
Benefit
3-6 Months
A
- N
2-3 Months
A
- N
i;"iks INTERNAL
>
Time
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Presenter Notes
Presentation Notes
At the beginning, it takes a few rounds before you see development, but after it takes off…


When do you “stop” a Kata board?

When your challenge is sustained
A change in strategic objectives

How did “we” define sustain?

3 months with no variation in the current condition at
the challenge target

g/\EA




How do | get management buy-in?

* Toyota KATA is “So new” that there are many lean leaders who still do
not know about it, even less in management

 When trying to introduce the Toyota Kata, a lot of resistance and
opposition is expected. Instructed not to implement.
* The plant is too busy / Impact other projects in work
* |t will take resources away from their main tasks
 Skeptical/Disbelief (Sounds too good to be true)

* What was there left to do?
Do it anyway without management knowing.

Shhhhh!

g/\EA



Presenter Notes
Presentation Notes
Limit of understanding
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Further reading...

THE

TOYOTA B 5153

KATA b T0V0TA KATA
Step-by-step guide on PRACTICE &"l cUI.TURE

how to develop and —— o A detailed top down

execute your KATA S approach to acholew.ng go<?ls

board gl S L ROTHERS across the organization using
| X D AUINGER KATA
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Presenter Notes
Presentation Notes
I encourage you to read more about the toyota KATA through these two referenced resources because the following session is going to discuss how to get a kata started in your organization once you have had the kata theory/knowledge absorbed.
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Lessons learned
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Tip #4

As a coach and second coach...
Stop figuring out how to get there faster and
“trust” that you will get there sooner

g/\EA
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Training — KATA simulations
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Presenter Notes
Presentation Notes
One of the lessons learned I experienced with introducing KATA to newcomers was selecting the correct simulation for the team environment.  The more simulations I implemented, the more I notice my audience played a factor in selecting the correct option.
I found supporting production supporting departments and management were well receptive of the puzzle or card simulation, however the production environment were not.  However with the domino simulation, it was more welcomed and the outcomes were positive.



Training — KATA simulations
Before

Practice
(50%)

Theory &
Closing
(20%)



Presenter Notes
Presentation Notes
When I started Kata simulations, I used to start with the theory but found that the participants were confused and could not understand the benefit from the theory
Starting with the simulation providing the instructions and objectives, after the first round, the storyboard and 5 questions are introduced, and the first round of improvements starts.



KTA — “"Maltunctions

* Change of players (transfer/departure):

* First coach: Have to rebuild trust and redo the KATA training
with the team

* learner: Allow the new learner to make the same
“experiments” as the previous learner even if the coach
knows better (as long as... it is safe — no high SS loss...)

* When the first coach does not respect the 5-Questions
* Replace, Reuse or Recycle (Retrain)

g/\EA



Presenter Notes
Presentation Notes
If the learner did not know the outcome of the previous learner’s  experiment , let them proceed as long as…


KTA — “"Maltunctions

* Second coach attendance issues
* Traditionally is represented as the first coach supervisor

* Position was replaced by a continuous improvement
representative with KATA knowledge at the regular meeting
times

* First coach supervisor was required to attend as a second
coach once a month

g/\EA
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Wrapping-up
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Whny does Toyota KATA wor

For the employee For the industry

* Drives employee engagement * Achieves business goals

* People development * Positive working environement
* Nurtures scientific thinking * Promotes Innovation

* It’s simple * Low cost to maintain

WINNIPEG, MANITOBA | JUNE 6-9, 2022
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In conclusion

Facus Process: | chalienge:

8l Target Current PDCA Cycles
Condition Condition Record
Achieve by:

g
S

Obstacles

e Pl ot
= L7 | [ L ‘ '
J2 ECREENG w
R et
Focus Process: | Challenge:
! T o, [
R e
Z l
P R R Ty '
e P oo Caat s
e\ e 2T | Caat s
P \af [ Caat s
ST 7/ o \ Caat s
o\ V 2 S ol [l G Caat s
A N W e
e R

Kaizen Event

Focus Process ) Chatlenge:

<+ Target Current PDCA Cycles
Condition Condition Record
Achieve by:

Obstacles
Parking Lot
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The Fivg Questions

e (Twrn Card Over)--
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?

%
@
Z
5
<
@)
O

“You'll often work on the same obstacle for several PDCA cycles

http://www-personal.umich.edu/~mrother/Homepage.html





Presenter Notes
Presentation Notes
Thank you to the AME and CME for accepting this presentation to the conference and its coordinative staff for all of their efforts in making today happen.

Thank you to the participants for joining us today 

And finally I would like to thank Mike Rother because without his vision and sharing of Toyota Kata, I would not be the lean person I am today and to my mentor Tracy Dafoe who inspired me to follow my KATA 
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