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Webinar Logistics
• Presentation (40 minutes)
• Q&A (15 minutes)

• Use the Zoom Webinar meeting panel 
to submit a question at any time

• Recording link & slides will be sent via email
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Poll question for the chat

Which one fits you?

1. Curious about kata, little / no experience with it.
2. Currently learning the Improvement Kata.
3. Kata Coach, I ask the 5 questions 5 days a week.
4. Lean CI professional, no experience with kata yet.
5. I worked at Toyota; they don’t teach this.
6. Other



About Tracy Defoe
President and Chief Education 
Organizer of TLFI The Learning Factor

Co-founder of Kata Girl Geeks

Co-founder of Kata School Cascadia

Facilitator with Tilo Schwarz's Kata 
Coaching Dojo Masterclass



Developing coaching skills: mine, yours, ours.

What do we mean by coaching?

What does coaching look like? 

Do you have a coaching framework? Mine is the Coaching Kata!

How do we get better at coaching? 

• on our own?

• with someone?

• in community?

What’s your next step? 

Mark Rosenthal and me



What do we 
mean by 
coaching?



Coaching is
…when one person 
helps another person 
grow and develop.

…possibly work skills, 
life skills, scientific 
thinking habits or more.



Telling isn’t coaching.





Beyond what we can see…

Two research questions

1. What are the unseen managerial 
routines and thinking that lie behind 
Toyota's success with CI and 
adaptation?

2. How can other companies develop 
similar routines and thinking in their 
organizations?



Kata? A way and a practice routine

• Simple structured routines
habit + new abilities

• Practice deliberately

Goal? A scientific way of working and thinking to achieve superior results.  

Play piano? A sport? Drive a car? 
You learned beginner patterns aka Starter Kata. 
Coached a sport?  You probably taught some starter patterns

• Tell us what Starter Kata you have learned or coached in the Chat.



The Improvement Kata and the Coaching Kata

KSC Improvement Kata and Coaching Kata adapted from the Toyota Kata Practice Guide by Mike Rother





Do you have a coaching framework?

A pattern or 
structure to 
practice 

A reference 
for good and 
great

A community 
of practice to 
support your 
learning



What does kata coaching look like?

KGG Susan Clancy, Gemma Jones and Julie Simmons 
Kata Coaching at KataCon8 in 2022

Tilo Schwarz in action.



“A lot more kindness and empathy than you 
get from reading the books…” 
Fortune Buchholtz KGG Cohort 12 - 2024



How do you 
get better 
at coaching?



Reflect and get specific data on …
Whatever you want to get better at, what you are focussed on.

• In kata coaching the time on each question (on a run chart!)

• Your talk time versus the learner / improver’s talk time

• The ‘bookends’ of the coaching cycle 

• The specific of the learner / improver’s learning zone

• Your actual words compared to what you intend to say

• Progress in scientific thinking… methodical, data-driven 



Can you get better at coaching on your own?



With a second coach or a buddy?

You gain
 An observer
 Someone to talk through things
 A supporter and coach focussed 

on your development
 Someone to practice with
 AND MORE



How do you get better in community? 

In a group you
 Compare experiences
 Share and hone your 

references
 Find support, safety, 

encouragement and goals
 Lots of people to practice 

with
 AND MORE



It’s also more fun



You don’t have to leave home



• Microlearning = tiny burst new knowledge
• Bar set really low
• Does not need to be life-changing or huge revelation

A proven path to kata coaching in 
our Ways of Working.

1. Participate in our meetings 
where we share live coaching.

2. Be a learner with a KGG coach 
for three 8-week challenges, 
following the Starter Kata. 

3. Coaches have 2nd coaches in 
a learning group.

4. Keep learning and sharing.



What is a Kata School? It’s a local hub for kata. 

Open to all
Founded by a few
Varying levels of activity



Kata School Cascadia

Started as a regional kata coach group in 2019, we serve people from around the world.

Building community online and in person, having fun together. 

Two 30-minute free Zooms every Friday.

Kata Geek Meet Ups

A YouTube Channel

Resource Mural Board

Mascot

Website



Kata School Cascadia



Questions and comments?

How are you getting better at coaching? How do you know?

If general reflections after a coaching cycle aren’t enough to 
improve, what specific aspects of coaching do you need data and 
observations on?

What’s your next step?



Register or get notified of future webinars: www.KaiNexus.com/webinars

NEXT WEBINAR:
Lean in a Library & 
City Government
April 24 — 1 pm ET

Elizabeth Chase
City of Frisco, Texas



blog.kainexus.com



The KaiNexus Podcast

• www.KaiNexus.com/podcasts
• Subscribe via:

– Apple Podcasts
– Google Podcasts
– Overcast
– Spotify
– Other apps & services



Your Feedback Matters!



Q&A
• Web:

– www.kainexus.com
– blog.kainexus.com
– www.thelearningfactor.ca

– Webinars on Demand:
– www.kainexus.com/webinars

• Social Media:
– www.linkedin.com/company/kainexus
– www.facebook.com/kainexus
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Presenter: Tracy Defoe
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td@thelearningfactor.ca


