
 

MARCH 2013
FINANCIAL MANAGEMENT ADVISOR Y COUNCIL

1

Coaching for Continuous 
Improvement

Eden Teachout
Office of the State HR Director, OFM

Material courtesy of:  
• Mike Rother, Toyota Kata 

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

• The Coraggio Group 

Notes:                                                 
1 

 

 

 

 

 

 

 

Instructor: 
Eden Teachout 
Office of the State HR Director, 
OFM 
eden.teachout@ofm.wa.gov 
(360) 902-0409 

Purpose of this Presentation
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 Awareness – knowledge, tool, practice

 Learn about the routines for improvement and 
coaching

 Shift in how you approach leading/managing to 
focus on developing others’ thinking capability
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From culture where: To culture where:

 Leaders ‘don’t mean it’ 

 Unclear why change 
matters

 No incentive to change

 When the going gets 
tough, help disappears

 Leaders model the way

 Problems are embraced 
as path to improvement

 Change creates learning; 
solutions come from 
staff

 Process is not personal –
everyone helps
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Why Does Change Fail?
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What leaders Do (how they behave) and how leaders Are (how 
they think or approach things) greatly impact the success of 
change 
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You can rewire your thinking and habits by 
deliberately practicing a different pattern.
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What is a kata?
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 Routine
 Pattern of thinking or behaving
 Practiced repeatedly until it is a habit

2 types of KATA in Lean:
• Improvement kata
• Coaching kata
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What is the Improvement Kata?

Target conditions should include information about: 
• Process steps, their sequence, and timing 
• Process characteristics like batch size, number of 

operators, regulatory requirements, equipment and 
materials, etc. 

• Process and outcome metrics 

Notes:                                                 
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The improvement routine provides a roadmap that gives staff 
confidence to enter unclear territory 
Staff say “I’ve never done that before, but I know how to figure it 
out” 
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Problem-solving Leading

 Goal is to learn; to deeply 
understand the process so you 
can improve it

 Change one thing at a time, 
and check results against 
expectations before making 
another change

 Rapid, short cycles of 
improvement toward a goal

 Everyone can conduct single-
factor experiments often

 Leaders are learners who’ve 
practiced if not mastered 
continuous improvement and 
problem-solving

 Leaders are coaches with 
responsibility for achieving 
results through others
 Agree to target conditions
 Develop others’ capabilities to 

continuously improve
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Continuous Improvement
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The better you understand the process, the better your basis 
for improvement – you must know how you’re achieving your 
results. 
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Coaching is about developing people, not solving the problem. 
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Coaching Dialogue
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Question Listen For

What is the target condition? Understanding of what supposed to 
achieve (and value to customer)

What is the actual condition now? Data-driven reflection & learning

What obstacles do you think are 
preventing you from reaching the 
target condition? 
Which one are you addressing now?

Ideas discarded & selected, and why 
Areas of resistance identified
Use of data

What is your next step?
What do you expect?

Clear hypothesis, action & reasoning
Use of data

When can we go and see what we 
have learned from taking that step?

Short timeframe
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When the learner moves from facts and data to guessing (“I 
don’t know,” “maybe,” “on average”), it indicates you’ve found 
the learner’s knowledge threshold.  Coach and learner should 
“go and see” the process to learn more.  
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At times, the coach must be directive about next steps, such 
as “go and collect more data” if the learner is jumping to 
conclusions. 
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Do Don’t

 Tell the learner what you are 
doing (practicing a skill)

 Try to help others discover 
their own best solutions via 
PDCA

 Actively work to remain open 
about what you are hearing

 Encourage the learner to 
continue speaking to show 
you’re listening

 Wait for the learner to pause 
to ask clarifying questions

 Try to fix, rescue, or solve
 Direct or judge the learner’s 

actions, or ask leading 
questions

 Offer your preconceived ideas 
about the situation or solutions

 Allow yourself to be 
preoccupied with what you’re 
going to say or ask

 Allow the learner to believe  
that “I don’t know” is an 
acceptable answer
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Coaching Tips
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Practice Coaching
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INSTRUCTIONS:
 Get into groups of three
 Learner – select a problem
 Coach –ask open-ended 

questions to gather 
information

 Observer – listen
 After 5 minutes, Coach gets 

Observer & Learner feedback:
 What did I do that was 

effective and why?
 What might have been better 

and why?

GROUND RULES:
 Use real information
 Share only what is comfortable 

or necessary
 Refer to your coaching card 

and tips
 Take notes
 Learner answers honestly, 

including “I don’t know,” 
“please rephrase,” & “I’m not 
ready to go there”

 Debrief focus is on the Coach, 
not the Learner or the situation
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Debrief
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 What do you think makes this type of 
coaching effective? Challenging?

 How might this kind of interaction differ 
from others between managers and direct 
reports?

 What questions do you have about this kind 
of interaction?
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Closing
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 Challenge:  Practice coaching
 Seek informal, real-time feedback from learners:
What was helpful to you in what we just talked about?
What else would be more helpful for next time?
Is there anything you have questions or concerns about   

at this stage?

 Questions?
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