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“Most automotive manufacturers build good cars. 

  We build good people who build good cars” - Toyota 

Optimisation by ‘experts’ 

in periodic workshops 

Process 

 

 Improvement capacity and 

innovation remain unharnessed 

and are kept small. 

The Improvers 

Optimisation by everybody 

everyday! 

Process 

 

 Improvement capacity and 

innovation are fully harnessed 

and get expanded continually. 

The Improvers 
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Only through frequent practice we can become proficient, 

but how can we make sure we practice the right routines? 
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Multiple world champion Tiger Woods would never give up 
the valuable suggestions of his coach Butch Harmon. 

Everyone who wants to 
master the KATA, will need 

a good KATA-coach, but 
these are difficult to find! 
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So, first of all we should 
find a way to develop 

our own Kata coaches! 
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THEMEN-ROLLEN-MATRIX 

The purpose of learning groups is to develop good 

KATA coaches by daily practice in rotating groups of 4! 
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Caution: 
to skip this practice 
phase will cost you 
much more time! 
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After the coaching session, the coach gets feedback from both 

2nd coaches and his mentee, everything is documented 
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2- Mentee 

3- Coach 

4- First 2nd coach 

4- Second 2nd coach 

Form 7 
Coaching analysis sheet 

Form 8 
Coaching feedback logsheet 
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Process 

The development of good Kata coaches is a precondition to 

teach improvers how to work with the Improvement Kata 
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Aspiring coaches and coach 

coaches first practice in 

learning groups… 

Coaches und 

Coach-Coaches 
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Caution! Still too early to 
introduce “Improvers” or 
“Hanchos” at this point! 

Process 
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Aspiring coaches and coach 

coaches first practice in 

learning groups… 

Coaches und 

Coach-Coaches 

… in order to coach the improvers 

on the use of the  Improvement 

KATA on their own processes! 

Process 

The Improvers 

The Coaches 
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The Coordination Group makes sure 
that the LGs don‘t turn into „bubbles“, 

isolated from the organisation! 
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Supports Learning groups by: 
- Developing standards and rules 
- Helps overcome typical obstacles, such as: 
 - permission to use stopwatches, 
 - arranges daily meeting free times, etc. 
- Measures progress of LGs compared to the 
    Target condition of the LGs, for example: 
 - 4 coaches x 5 d = 20 Coachings/week 
 
 
 
 
 
 - Target achievement of each member 
 - further KPIs 
- Visit LGs during coaching sessions 1 x/week 
- Keeps Theme-Role-Matrix up to date, etc. 

Formblatt 3 
"Coaching Wochenplan" 

External 
Kata-Coach 

Kata 
Coordination Group 

4-6 members (incl. top-manager) 

C
o

ac
h

in
g 

W
e 

Kata Coordination Group coordinates and supports lerning groups 
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First step: fill out Theme-Role-Matrix and define CLGs 
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1 2 

4 3 5 

0- Download Theme-Role-Matrix from www.Verbesserungskata.de 
1- All aspiring coaches should be listed as Mentee in this column, even if they do not have a theme nor a target assigned. 
2- Sort list in groups of four, this takes some time and should be done with everybody on the list present. 
3- Each Mentee get his own learning task including a challenging target: 
 - the target should be achievable in aprox. 2 to 4 weeks. 
 - Themes and processes should be short cycled in order to be appropriate to practice and experiment on a daily basis. 
4- Assign coach und 2nd coach roles in groups of 4 by rotating the names, everyone should be 1x mentee, 1x coach und 2x 2nd coach 
5- Define daily schedule for coachings. Initially plan 2 hours per day for coachings and feedback (30 min x 4 coaches) 

http://verbesserungskata.de/app/download/5790421327/Themen-Rollen-Matrix+Vorlage+1.1.xlsx
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The target of using the KATA is to integrate all improvement 

activities into your daily job without working any longer! 
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Daily business 
(Quantity to defined 

quality specifications!) 

Current condition 
„Daily improvement with the KATA 

means a lot of additional effort“ 

Target condition 
„ Improvement with the KATA is part of 

daily business without additional effort“ 

K
at

a 

The daily portion 
of „Firefighting“ and 
„Trouble shooting“ 

becomes smaller day 
by day! 

My work day is full 
already! What else do 
they expect me to do? Daily business 

(Quantity to defined 
quality specifications!) 
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1- Fix board tag, complete process name 

2- Place Sheets 4, 5 
and 6 in a row 

3- Complete target and add current daily value of output 
and process indicator as you improve day by day 

4- use coaching sheet, 
complete the names of 
mentee, coach and target 
condition 

Layout of Coaching board for coaching sessions in CLGs 
One Board per mentee, four boards per Coaching Learning Group needed 
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x 

y 

y 

x 

4- T-Form 5- Target Measure 6- Coaching Sheet 


