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“The Pocket Sensei is beautiful — fi lled with dynamic illustrations that will help 
every aspiring and experienced Lean leader study, relish, and apply the advice 
from two geniuses: Taiichi Ohno and Dr. Shigeo Shingo. The Pocket Sensei is 
wonderful — it will become a best seller.”

— Norman Bodek
President of  PCS Press and godfather of  Lean

“Hal Macomber & Calayde Davey open a new path, taking a different route, 
and establishing a step—by—step principle—based practice. You will change 
what and how you remember things as you apply more carefully those acts of  
memory, mastery, and the efforts of  your imagination.”

— Gregory A. Howell, P.E.
Cofounder and  past President of  the Lean Construction Institute

“I love The Pocket Sensei and intend to use it with DPR project teams as the next 
level of  Lean leadership training. Why? Because Lean leadership is the biggest 
need and challenge for any enterprise or individual wanting to provide much 
greater value to their customers. The drawings are a delight and make this book 
a fun and easy read. Teaching through practice — kata — really is the only path 
to mastery, and this is done very well. I felt as if  I were walking in the shoes of  
the great Lean masters. The Pocket Sensei is truly a gift to the world.”

— Dean Reed
Advocate, organizer, and educator for Lean and Integrated Project Delivery, 

DPR Construction

“The Pocket Sensei offers the serious practitioner an opportunity to experience the
deeply grounded principles of  innovators Ohno and Shingo. When following 
and refl ecting on the 40 katas, you prepare yourself  and others for the 
challenging work in your industry, which desperately needs leadership. The Pocket 
Sensei offers something distinctive and good: a serious opportunity to build a 
working community that supports and grows each other through an optimistic 
and continuous search for improvement.

— Chauncey Bell
Chairman and Chief  of  Design at Harvester & Co.



“I see a joyful sharing of  how individual managers  can learn to lead others 
through experimentation, to gain knowledge, and improve their work along 
with the work of  others — while having fun!”  

— Pat Boutier
“The Seven Kata; Toyota Kata, TWI & Lean Training” 

Shingo Research & Professional Publication Recipient, 2013.

“Incorporating Lean into my life has had a profound effect on me. It is the best 
thing that I could have done for my personal and professional career. My work 
is fulfi lling, and I no longer look to my future career with trepidation. Changing 
a work culture is not easy, and it is fi lled with calculated failures, but the reward 
is worth it. I look forward to using this book personally and with teams moving 
forward. The Pocket Sensei provides to us all the opportunity to become our own  
Lean masters.”

— Brent Nikolin
Principle Project Manager, Walt Disney Imagineers

“This book is a strong addition to the Lean literature, describing lessons 
from decades of  consulting experience and effective implementation. Of  
real importance, the authors teach us to pay attention to our mood, the tenor 
of  one’s feelings — an essential component in any change environment, yet 
seldom discussed.”

— Joe Ely 
Vice President—Operations. Cook Biotech Inc.

“While The Pocket Sensei teaches us that the perfect state is unreachable, it 
also teaches us something else. The perfect state is approachable and should 
be considered a ‘True North’ guiding principle by Lean teams. In pursuing 
continuing excellence, a mindset of  managing for learning brings about far 
better results than managing for performance. This is the raison d’être of  Lean!” 

— Tariq Abdelhamid
RHS Chief  Lean Performance Offi cer,

Associate Professor of  Lean Construction, Michigan State University 
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“The Pocket Sensei allows us to learn a Lean mindset and teaches us to cultivate 
our own strengths towards Lean mastery.  The book gives us a glimpse into the 
deep understanding of  the processes and people that deliver good work, and 
more importantly, good relationships. I cannot recommend this body of  work 
enough, and I cannot wait to bring others along and participate in this fresh new 
optimism of  our Lean culture.”

— Josh Levy
Founder/Owner of  Waterstone Properties Group 

“One of  the main struggles facing people in both the early and advance stages 
of  their Lean journey is how to engage in the practices that bring about change. 
The Pocket Sensei’s 40 Katas keep leaders focused on the deliberate practice of  
fundamental Lean principles. I’ve found this approach to be extremely helpful 
in keeping a conscientious focus on continuous Lean practices for my own 
development, and helping the development of  others. Any organization serious 
about adopting Lean as an operating strategy should be equipping their leaders 
with The Pocket Sensei.”

— Jay Ierardi, PhD, PE
Partner, AKF Group, LLC

“The Pocket Sensei is a standout among the lexicon of  Lean literature for its 
incisive focus on the inner emotional state as a starting point for exploring your 
individual barriers to the internalization of  Lean learning. That focus is also its 
key innovation: successful Lean transformation must occur internally before 
you can lead with authenticity or successfully guide your organization in its Lean 
journey. The Pocket Sensei is a must—read for any individual looking to become 
a Lean leader.”

— Colin Milberg
Principal at ASKM and Associates

“The Pocket Sensei has masterfully distilled decades of  mentorship into thoughtful 
and elegant prose, exercises, and refl ections. The Pocket Sensei will become a book 
you can continue to refer back to as you progress on your journey as a lean 
leader.  It is playful yet introspective; both simple and profound.

— Tom Feliz
Senior Construction Technology Advisor, Pavia Systems
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Forward

WHAT IS THIS LITTLE BOOK?

The Pocket Sensei offers something distinctive and good: a platform for learning to 
make improvements in many industries. The heroes of  the book, Taiichi Ohno 
and Shigeo Shingo, were the hard-thinking and hard-working Japanese engineers 
that led Toyota from the ashes of  WWII. Toyota rose in the following decades to 
its unprecedented dominance over the great automotive companies of  the United 
States, the United Kingdom, and Germany. 

What Hal Macomber and Calayde Davey have delivered here is an easily accessible 
foundational introduction to what these remarkable engineers built for themselves 
and upon which they built the Toyota Production System. Hal and his former 
partner Gregory Howell have long been among the most serious students of  
Ohno and Shingo. What Toyota learned and invented has had far-reaching 
positive effects in manufacturing and many other industries. Not since Henry 
Ford’s original orchestration of  vertically integrated mass production have we 
seen anywhere near as infl uential an impact on industrial work as what Toyota did.

The Pocket Sensei stands in front of  doors behind which are found many failed 
initiatives, Lean and otherwise, across many industries. How many times have we 
seen massive rework in architectural, engineering, or marketing communication? 
How many software companies are underestimating or overestimating their market 
needs, unable to catch critical errors quickly enough, redoing work or misplacing 
the efforts of  their labor to customers’ real expectations and value?  Lean practices 
found their way to hospital settings by improving patient outcomes, yet how many 
nurses face routine inconsistencies and are frustrated in their attempts to bring 
improvements to enable critical changes? How many people struggle to work 
through their observations with their teams, or share their sensibilities across 
multiple organizations quickly enough to provide services where they are most 
needed? Who are we serving in our industries, our organizational processes, and 
the execution of  good work? 

Construction provides a fi ne example of  failures. The growing critical demand for 
infrastructure and construction is global, and it is not being met. By almost any 
measure, construction is one of  the saddest industries in the West. Its participants 
have experienced almost no overall improvements in productivity for more 
than 50 years. The industry is famous for breeding bad moods, unhappy work 
environments, and perhaps most notably, mistrust and resentment. A standard 
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practice in the industry is still to ‘win’ contracts with low bids and then make 
money from change orders — what is often called, in other environments, ‘bait 
and switch.’ In the midst of  the massive mistrust that permeates the industry, 
the predominant ‘management strategy’ is building many layers of  management 
and supervision that multiply costs, time, errors, frustration, and sap energy and 
joy from everyone involved. Large projects across asset classes typically take 20 
percent longer to fi nish than scheduled and end up to 80 percent over budget.1 

McKinsey tells us that there is a $1.6 trillion productivity defi cit in the construction 
industry — $1.6 trillion in opportunities in construction alone to improve the 
way we build our world, just by focusing on productivity improvements.2  The 
opportunity is immense. And construction is not the only industry confronting 
massive process and productivity opportunities. The world needs a change in the 
way that we work with each other and learn to serve each other better.

Neither this book nor the tradition called Lean will address those opportunities 
on their own. Revolutionizing industries, transforming any particular company 
or actor, or even repairing a sizable project underway calls for a great deal 
more than 40 katas.  But what The Pocket Sensei offers is not from the American 
tradition of  Lean.3 Most of  those who employ this word today think that they are 
pointing intelligibly to coherent, valuable practices, tools, and methods —whether 
originally derived from the Toyota experiences or not — that will move people 
and organizations towards some cohesive path of  improved action. However, the 
word ‘Lean’ itself  does not reliably indicate any particularly organized direction 
of  thinking for improving a diffi cult situation, despite what we might guess from 
refl ecting on old jargon such as ‘lean and mean.’ There is no stable method or 
approach called ‘Lean’ this or ‘Lean’ that. Still, Lean has entered the vernacular 
of  many of  our worlds in a big way. We have Lean manufacturing, Lean startups, 
Lean construction, Lean design, and many others. Unfortunately, what the word 

1     Agarwal, R., Chandrasekaran, S., & Sridhar, M. (2016, June). Imagining construction’s digital 
future. Retrieved from Mickensy Global Institute: http://www.mckinsey.com/industries/
capital-projects-and-infrastructure/our-insights/imagining-constructions-digital-future

2      Barbosa, F., Woetzel, J., Mischke, J., Ribeirinho, M., Sridhar, M., Parsons, M., Brown, S. 
(2017). Reinventing Construction: A Route to Higher Productivity. McKinsey Global Institute.

3      Used in the way it appears in this book, the term ‘Lean’ was fi rst coined by John Krafcik 
in his 1988 article, Triumph of  the Lean Production System, based on his master’s thesis at 
the MIT Sloan School of  Management. Krafcik had been a quality engineer in the Toyota-
GM NUMMI joint venture in California before joining MIT for MBA studies. (Thanks, 
Wikipedia!)
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‘Lean’ points to today is little more than what the word ‘modern’ indicates. 

Those in the West who have attempted to copy Toyota’s innovations have 
universally done so by copying pieces of  what the Japanese invented. However, 
those piecemeal copies are not what the Japanese invented at all. Rather, the 
original invention was an entirely new cultural style of  working. For one piecemeal 
example, Western businesses picked up a technique that we called ‘Just-in-Time’ 
and began re-scheduling the delivery of  supplies so they arrived as they were 
needed in production chains. The practice promised (and often delivered) a nice 
return on investment. When Western suppliers were not able to deliver on time, 
businesses replaced them. Just-in-time counted, in the West, as an important 
innovation all by itself.  

However, Western businesses did not see that Toyota had invented an entire 
and radically new style of  coordination with suppliers — a humanistic style 
that affected every part of  the relationship between the companies and people 
involved. It was centered on a different interpretation about the human beings 
involved and upon a commitment to continuous education and development. The 
new way of  working Toyota invented shifted the moods and predispositions of  
people and companies, the way that action was signaled and brought in, how 
bookkeeping and accounting was done, and how continuous improvement and 
continuous learning were produced in Toyota and its suppliers alike. A myriad of  
other features of  their work were transformed. 

The new style of  working made possible a famous event. Following a fi re in a 
supplier’s plant that destroyed Toyota’s entire supply of  a critical part of  their 
automotive brakes (and the capacity to build the part), Toyota was back in full 
production within a week. They were able to do this because their suppliers joined 
together to build the part — “P-valves” — for them in many shops and plants. 
(Toyota’s competitors in the West, celebrating the event, had estimated that it 
would take Toyota the best part of  a year to recover.)4

That is where the particular relevance of  this little book begins to appear. In the 
1980s, Hal Macomber began studying the manufacturing innovations that came 
out of  the work of  Ohno and Shingo, long before the term Lean was coined. 
Hal has been one of  the most effective speakers in bringing the term Lean 
into common usage, particularly in the world of  construction. And he became 
convinced that the experience of  Ohno and Shingo could be deeply relevant to 
the challenge of  improving the situation in Western industry. If  you’re anywhere 

4     Nishiguchi, T., & Beaudet, A. (1998). The Toyota Group and the Aisin Fire. http://
sloanreview.mit.edu/. Retrieved from http://sloanreview.mit.edu/
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near the construction industry and hear the term Lean from someone, the odds 
are very high that the source came in direct or indirect contact with Hal and 
Greg’s work. One of  the people who encountered Hal’s experience and teaching 
was Calayde, who after many frustrations and failures in adopting Lean practices 
was looking for guidance herself. In embarking on the project of  The Pocket Sensei 
together, they embody the heart of  what they understand as Lean, engaging in 
collaborative learning experiences where the ultimate goal goes beyond improving 
project outcomes, processes, and products.

While the authors employ the word Lean in the book, The Pocket Sensei is really 
about the strong foundations that led to Toyota’s innovations and not merely what 
we have come to call Lean in the States. The book offers 40 little exercises that 
give the serious practitioner an opportunity to sample and experience the deeply 
grounded principles and thinking that Ohno and Shingo employed in building 
their production system, along with its myriad techniques and innovations. This 
can be a good starting point for cultivating the new kinds of  skills and sensibilities 
that Hal and I learned to pay attention to when we worked with our teacher 
Fernando Flores.5

The central weaknesses in our industries today are embodied in and generated 
by habitual ways of  thinking, speaking, and acting found throughout the West. 
Those habits come largely from poor interpretations about (a) what human beings 
are and what we do, and (b) the way that we construct our lives and practices 
in language. As we observe people coordinating action in all parts of  the world 
(including investing, fi nancing, building, staffi ng, designing, commissioning, and 
so forth), we fail to recognize three critical things that underlie the effi cacy of  
everything that happens.

First, the people — and not the contracts, methods, machines, procedures, 
processes, programs, rules, organizations, plans, or incentives — are responsible 
for producing action. What makes the difference is the creative and inventive 
capability of  autonomous, responsible, competent human beings, working 
together to take care of  concerns that they have inherited, appropriated, and 
invented. 

Second, before anything else, everything happens out of  people speaking and 
listening to each other. The great majority of  mistakes, misdirections, and 
misunderstandings begin and are played out from miscoordinations generated in 
our speaking and listening to each other.

5      https://en.wikipedia.org/wiki/Fernando_Flores
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Finally, before we think or act, human beings are already pointed in directions 
by our moods and emotional predispositions. The effects of  the worst of  these 
predispositions — for example mistrust, resentment, skepticism, overwhelm, 
confusion, or frustration — are fair game for complaints and explaining failures, 
but are never included in the designs of  how work is to be done. Yet they are 
far more powerful in determining outcomes than any other aspect of  the work 
of  coordination. Some predispositions (as named above) damage collaboration. 
Other predispositions, like passion, ambition, and humility, energize and focus 
participants. Consider the effect of  trust on coordination in a team: without trust, 
it is often impossible to get anything worthwhile done. With trust, work proceeds 
more quickly, and vast simplifi cations are often possible. People and teams with 
the right training can and do adjust their predispositions to fi t the challenges of  
their circumstances.

When my children were youngsters and studying Tai Kwando, their teacher 
showed us the way that simple moves — as in the katas described in the book 
— when repeated many times, led to the development of  physical, mental, and 
emotional predispositions, skills, and sensibilities that were powerful in life. I saw 
that this was a wise characterization.

Now you have in front of  you 40 katas designed for your working life. If  you 
follow the instructions and take what you get from the experiences, you will be 
in far better shape to prepare yourself  and others for the challenging work in 
whatever is your industry, which desperately needs new leadership.  

How do you understand the moods you are in while your team faces their 
problems? How do you change your own mind? How do many people appear to 
be listening but are not, or are not being heard, are observing but have no idea 
what to do about what they are seeing? How many people don’t even know how 
to look for, or offer improvements at all? How many opportunities might we have 
to improve ourselves, our relationships, and our companies, if  we had what the 
book calls ‘Lean leaders everywhere — on all organizational levels’?

Enjoy the experience of  The Pocket Sensei. Join in the effort to change the way 
your organization engages with itself, your own work, and your relationships with 
others.

Good hunting!

— Chauncey Bell
Chairman and Chief  of  Design at Harvester & Co. 



Welcome to 

THE DOJO

What do you want to learn today?





•  xxv  •  

HOW TO USE THIS BOOK.

We wrote this book to bring the wisdom of  the fathers of  Lean management 
and leadership to those of  us who are practicing Lean leadership today. 
Much has been written in the last 15 years on Lean thinking. Long before 
the contemporary books were the key writings of  two people who fi rst-hand 
created the Toyota Production System. Those two people are Taiichi Ohno and Dr. 
Shigeo Shingo. They are the masters — the men that embodied the thinking, 
the philosophy, and the perspectives for what we now call Lean management. 
While we can no longer learn at the feet of  the masters, we can put their 
wisdom into practice as routines that will be available to us when we need their 
wisdom the most.

Over the past 30 years Hal has read and re-read the masters’ works, which 
have continued to be an inspiration and compass to him to this day. This 
fi rst volume presents 40 selected quotations as representative of  some of  the 
masters’ knowledge.  

The book is structured in a simple way. There are fi ve Parts, each with eight 
lessons and katas. Each quotation is followed by a short narrative lesson — 
an interpretation of  the signifi cance and relevance of  the masters’ knowledge 
to us in today’s world. Each lesson is accompanied by one of  Calayde’s 
illustractions. The illustractions show fun, sometimes absurd, but optimistic 
situational stories — designed to set a cheerful mood and tie a series of  eight 
katas together. The fi ve stories, one for each Part of  the book, tell a little tale of  
frustration, failure, or success. As the characters face and solve their problems 
to complete their stories, so too will you. Each time you practice your katas on 
this Lean journey, you will have different stories to tell. 

People who study the martial arts, visual, or musical arts recognize that there 
is a rich, meaningful history embodied in the instructional language of  these 
arts. In this volume, we use many Japanese words in homage to that tradition. 

Let’s start with the word sensei (sen-say). It means teacher. In eastern cultures, 
teacher is a revered position. To call someone sensei, is to show great respect for 
the person. We use sensei to show our respect for the Lean masters and to help 
you, the student, engage with these masters in a new way.

We also use the word kata (kah—tah). This means routine, practice, or exercise 
that, when performed, is intended to embody the masters’ wisdom. Each kata 
is meant to be practiced and practiced again. It is through repetition that the 
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wisdom and skill will become naturally available to you as an intuitive action. If  
you saw the movie The Karate Kid, you’ll remember Miyagi, Daniel’s sensei, had 
him perform the tasks (katas) “wax the car,” “paint the fence,” and “sand the 
fl oor.” Daniel begrudgingly performed those tasks, eventually getting frustrated 
that he wasn’t getting any direct instruction from his teacher. However, when 
the teacher tested Daniel, the katas produced the intended karate behaviors. 
Similarly, our katas are designed to produce a shift in perspective and develop 
your intuitive and active skills.

Each instruction ends with hansei (hahn-say) — a refl ection for the student 
to bring attention to what he or she is learning. It is with self-assessment and 
mindfulness that we intentionally develop new behaviors. Make a point of  
noting your refl ections at the end of  each kata and book Part. And, don’t 
only refl ect afterwards — also be mindful while you are in the action taking 
place. Take time out every so often to note the overall progress you are making 
and mark the routines you’ve completed in The Dojo in this book. Practice the 
hansei’s every time you perform the katas.

Your Toolkit has many handy items for you to use, one of  which is a brief  
glossary. When words are italicized, or unfamiliar to you, you can look these 
words up here in the glossary.  The fi rst time we introduce a new word, we will 
remind you with an * so you’ll remember to go read about it. However, the 
deeper concepts are best described by the original authors, and you can fi nd 
them in the reference sections of  the Toolkit. We encourage you to pick up one 
or two of  these items for your education as well  — after all, they are the senseis 
to us all.

You will notice we ask you to observe your mood or the mood of  others in 
many of  the hansei’s. Why mood? How might observing mood be useful? The 
word is often used by making characterizations of  oneself  or others. “He’s in 
a bad mood,” or, “I’m in a cheerful mood.” These characterizations at fi rst 
appear merely descriptive of  a person’s emotional state. However, we are using 
the word in a richer way. We are asking after you perform a kata to make 
assessments of  your outlook or disposition towards the future. Having fi nished 
trying something new, are you ambitious to do more? Or, are you humbled by 
how much there is to learn? Or, are you resolute to stay with the kata until it 
becomes second nature for you? Ambitious, humbled, and resolute are three 
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possible moods you may encounter. You will surely fi nd yourself  in other 
moods too. Use these lessons to learn about your own and others’ moods, and 
refl ect on how the katas and moods interact as you move through situations.

You will discover that moods are neither good nor bad. They are, however, useful 
or not useful to you in accomplishing your objectives with Lean leadership and 
everything else in life! So, choose your moods wisely. They will help you stay 
focused on your goals. (See the Toolkit: On Moods to learn more.)

Each chapter fi nishes with a journal page for you to record your refl ections, 
goal-setting, or for developing your lists of  sayings and katas. Use these pages to 
develop your own path to mastery. Draw and write all over this book. It is your 
journal — it belongs to you. Put your name on it.

We’ve arranged the lessons and katas by stages in your development as a Lean 
leader. In Part I, Be a beginner, you will learn simple but fundamental practices. As 
you move through the lessons, you will learn about your important work as you 
Get selfi sh in Part II, and how to Bring others along with you in Part III. You and your 
partners will Bring focus to all your efforts in Part IV, and fi nally, learn how to Embrace 
contradictions with Part V. Each Part starts and fi nishes with a call to challenge you 
and lead you to practicing mindful actions within your projects and work.

Don’t restrict yourself  with our organization of  the lessons. Experiment by taking 
different paths through the book. Do you immediately want to signal that “things 
are now different around here”? Start with Gary’s Offi ce Kata to increase your 
frequency of  visiting the place of  the real work. Move on to the 30-Minute Gemba 
Kata to generate a fl urry of  waste reductions. Finish with the Improvement Kata to 
focus a small group in rapidly achieving a step-change in their performance. In 
just three weeks, you will have noticeably altered your routines to the extent that 
others will not only notice that, their routines will be altered, too.

Record your progress at the beginning of  the book in The Dojo, by ticking off  the 
fi rst fi ve times you perform a kata and hansei. See how you progress, make your 
way through this content as much as you can. This is your path to mastery. 

We are very interested in hearing about you using The Pocket Sensei to develop your 
Lean leadership. Please share your successes and your challenges with us. It will 
help us and other readers learn more from the Lean masters. 
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Ohno and Shingo left us with a rich legacy that continues to guide us in 
becoming informed as we set out to remake our companies to be fl eet-footed 
and value-focused individuals and organizations. Treat yourself  to a reading of  
one of  their books too. There is a reference list at the end of  this book of  the 
texts we used and a few other texts that may interest you too. 

Finally, please visit www.thepocketsensei.com for more resources and katas.

We’ve done our best to create katas that, when practiced routinely, will produce 
a shift in how you engage in the world. We can say that many of  them worked 
for us — and we hope they work for you too. 

Enjoy this journey!

 — Hal Macomber & Calayde Davey
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INTRODUCTION

So you’ve found yourself  thrust into a new role — a very challenging role — a 
role where many people fail. We intend to turn the odds of  success in your favor. 
The role of  a Lean leader is pivotal to the success of  your company’s Lean journey 
and ultimately the success of  the company as a whole. Lean leaders are needed at 
all organizational levels and throughout all projects.
You can learn about Lean practices from many sources: books, articles, seminars, 
conferences and many more. We encourage you to do many or all of  those things. 
In our canvassing of  available resources, we couldn’t fi nd any help for the most 
challenging aspect of  your role: being a Lean leader example while being an open 
learner. Frankly, you can’t be a Lean leader without being an open learner. There 
is no place to go to learn that. Your job awaits.
Hal has been working with Lean leaders going back to the mid 1980’s. He’s been 
reading, studying, and experimenting with clients and colleagues for all that 
time. With this book we are returning to the wisdom of  the Lean founders as an  
introduction to a set of  routines or practices. We call them katas — they will get 
you started on a path to mastering your new role.
We are not the sensei’s. Taiichi Ohno and Shigeo Shingo are your sensei’s. While we 
set out to offer our interpretation of  their wisdom, we urge you to make your own 
sense from their knowledge too.
Most people who take on a role of  Lean leadership do so while fulfi lling some 
other full-time role in the company or project. Success will depend in part on 
creating supportive environments for learning and mastery. All learning requires 
practice in a setting that is tolerant to failure. You can create that setting by 
engaging your network of  friends and colleagues to support your learning.
Journaling is an important practice for getting on a path to mastery. It allows you 
to increase what you notice is happening to you and in your environment. It also 
provides a basis for assessing how observation skills are changing through time. 
Finally, it serves as a record of  your thoughts that will be invaluable for refl ection. 
In this book, we provided pages for journaling, however you may elect to get a 
small notebook that you can carry with you expressly for the purpose of  working  
on the exercises.
Develop your own path of  mastery. Start with a refl ection on your current 
operations or business. What is going on today that dominates your attention? 
What is challenging the company that needs more attention? However you work 
through the book and practice the katas, have fun with it. Enjoy your successes. 
Marvel at your surprises. Be gentle on yourself  with your diffi culties. And be 
generous with your interpretations when encountering resistance from others. 
It’s a journey for us all.

POCKET SENSEI

•  3  •  
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PART I

Be a beginner.

When we are learning, we are making mistakes. That is just the way it is. It’s 
called being a beginner. Go easy on yourself. Make learning enjoyable. See the 
humor when things are more diffi cult than you had anticipated. The more you 
practice a kata, the fewer mistakes you’ll make — until you start working on 
another kata! Look forward to that time when you set yourself  back on a steep 
learning curve. It will make you the Lean leader you want to be. Enjoy the result 
of  your hard work.

Throughout the book we encourage you to create a supportive environment 
for your learning. Keeping a journal is one of  those actions. Getting a learning 
buddy is another. Pick someone who is generally supportive of  what you do. It 
could be someone at work or outside of  work too. If  the person can join with 
you, all the better. At a minimum get someone you can speak with comfortably 
about what you are learning and what you fi nd challenging.

Another thing you can do is tell people what you are doing. Don’t keep it a 
secret. Your Lean initiative certainly isn’t a secret. Make your personal goals 
public and invite people to help you. You might be surprised how many people 
support you with their actions.

Let’s get going!
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1
Give new ideas a chance.

Taiichi Ohno

When a new idea is presented we often hear people say, “That won’t work.” But 
there is something worse than having colleagues, friends or family take shots at 
your ideas. Worse is when we tell ourselves that our idea is no good.

So your idea is not ready to be implemented. So what? Give new ideas a chance. 
As Lean leaders, we will never create the conditions ripe for innovation and 
learning in our organization if  we don’t fi rst learn to challenge our own fear, 
uncertainty, and doubt — or as marketing and software professionals like to 
call it: FUD. The expression “we are our own worst enemy” rings true. Fear, 
uncertainty, and doubt (FUD) is a habit — a bad habit. 

Fear, uncertainty and doubt keeps us from pursuing our dreams and ambitions, 
and worse, it gets in the way of  what we care about most. We want the people in 
our lives to do well, be well and be supported in their dreams. Every day there 
are the germs of  ideas that can grow into the big ideas that will take care of  our 
own concerns and our concerns for others — if  we just give ideas a chance.

Fear and doubt — particularly self-doubt — are quite familiar to most. But 
what about uncertainty? Uncertainty arises from what we don’t know about 
our current situation and what we can’t know about the future. Uncertainty is 
the basis of  fi nancial speculation, all games of  chance, and the wonder of  life. 
Uncertainty won’t go away, but you can have a different approach to dealing 
with the unknown — and unknowable.

What is the opposite of  FUD? Bravery, wonder and confi dence. Let’s explore 
how to break the FUD habit. Let’s create a new relationship with our new ideas 
and the new ideas of  others.
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Counter-FUD Kata

Giving new ideas a chance starts with 
noticing new ideas, specifi cally those 
ideas that you may typically immediately 
discount. When a new idea comes up — 
good, bad, or indifferent — simply write 
it down. For any new idea, catch yourself  
when you worry about imagined negative 
consequences. Catch yourself  when you 
don’t see how anything could work. Catch 
yourself  in your doubting moments. Make 
a note of  each hesitation or question.

Now, turn each note around. What 
positive consequences can you see? How 
much better off  could you or others be 
with this new idea? What might help you 
make a change? What do you need to 
learn? Whose help could you use? What 
could bring you confi dence?

In this new state of  bravery, wonder 
and confi dence, who will you speak with 
about this idea?

Repeat the exercise throughout the week.

Hansei

Write a note to yourself  about replacing the 
fear, uncertainty and doubt (FUD) habit 
with the bravery, wonder, and confi dence 
(BWC) habit. What will your life be like 
when you have the habit of  giving new 
ideas a chance? How do you see the BWC 
habit shifting your relationships? How 
will your job be different?
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2
Confi rm failure with your own eyes.

Taiichi Ohno

Failure is a wonderful gift. In reply to a New York Times reporter's question on 
failure, Thomas Edison said: “I have not failed 700 times. I have succeeded in 
proving that those 700 ways will not work. When I have eliminated the ways 
that will not work, I will fi nd the way that will work.”1 Accelerating our learning 
requires that we see failure with our own eyes.

Ohno called this practice genchi genbutsu,* seeing for yourself  at the place of  the 
real work — or gemba*. It is at the work setting where we can get fi rst-hand facts. 
Going to gemba helps us separate facts from interpretations, speculations, and 
preconceived notions.

Seeing with our own eyes is not as good as seeing with others' eyes. Your own 
perspective is highly limited and subjective. Genchi genbutsu is better performed 
with others, particularly when looking at failures or errors. We can bring people 
with different experiences and perspectives together and investigate what one 
person alone is not likely to understand.

Failure is not the only time we want to confi rm a situation with our own eyes. 
Failure may happen only once in awhile. However, variances occur frequently. 
We use the word variance to mean “something different from our expectation.” 
Each variance, anomaly, diffi culty, and problem is an opportunity to learn 
something that would otherwise not be learned. But, you will not learn if  you 
don't go to see for yourself.

Our challenge as Lean leaders is to get people everywhere to announce their 
variances, problems, and failures. We live in a world where people have learned 
to just deal with the problems they encounter by “making do”2 never raising the 
issue for others to see. We also live in a world where people are embarrassed (or 
fear punishment) when they make mistakes. Making do and keeping quiet are 
coping mechanisms that block learning from variances, let alone failure.

*See Toolkit: Glossary
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Variance Kata

There are two parts to this routine. First, 
make a point of  sharing one of  your 
variances with someone you work with. 
Do it in the mood of  “This is interesting 
— what can we learn together?” Explore 
what was at the root of  the variance. Keep 
your attention on learning, not blaming. 
Commit to take action if  you discover a 
root cause. Finish by thanking the person 
for investigating the variance with you.

The second part is to invite that person 
to share a variance with you in the future. 
Commit to be ready to investigate the 
variance or problem at the place and as 
close to the time the variance occurred.

Hansei

How was the exercise for you? What did 
you learn? What mood were you in when 
you shared your variance or problem? 
What mood was the other person in? 
How did your mood change during the 
kata? How confi dent are you that the 
other person will share a variance with 
you? Why?
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3
Take action immediately if a defect is detected.

Shigeo Shingo

Dr. Shingo instructs us to act immediately when discovering a defect. Let’s fi rst 
understand why, and then what kind of  action to take. Shingo wrote the book 
Zero Quality Control.3 One device Shingo used for error-proofi ng production 
was to establish a discipline of  successively checking through the process for 
defects. In Shingo’s world, defects are gems.

A defect presents the opportunity to learn about how the process is failing. 
Learning is best done with the people who were witness to the defect, at the 
place where it occurred, and as close to the moment that the defect occurred. 
This brings together four of  the Toyota Way principles: build a culture of  
stopping to fi x problems; respect for people; continuous process improvement; 
and go and see for yourself.

Everyone in operations needs to know that it is their responsibility to announce 
defects, variances, anomalies, and problems at the moment they detect them. 
You are not simply giving them the opportunity to raise these issues. You are 
not simply open to listen to the problems your colleagues fi nd. Lean leaders 
insist that everyone must call attention to defects. Anything less than that is 
unacceptable behavior. Being individually resourceful — working around 
problems, keeping defects and errors to oneself, or making do — is one thing. 
Getting others to announce defects and problems is another. We don’t imply 
that it will be easy to shift behavior from individual resourcefulness to group 
resourcefulness. It may be your greatest challenge.

What do the masters want us to do? Shingo and others want us to “swarm the 
problem.”4 Swarming is about learning immediately from what just happened 
or what was just discovered. It recognizes the perishability of  the data and 
knowledge of  the incident. It also represents the senior commitment to driving 
all waste from the system when people stop whatever they are doing to do the 
important work of  the company.
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Swarm Kata

This kata will focus on getting people to 
announce their problems. In Kata #15 you 
will learn more about getting to root causes.

Start with supervisory staff. Ask to be 
immediately informed when a defect 
occurs. Make a promise that you will come 
immediately to see the defect for yourself. 
Immediately stop what you are doing when 
you get the call. Go to the work area. Thank 
people for calling you. Begin asking about 
the defect. Do a simple 5-whys if  you are 
able. Spend just enough time to learn, but 
not so much time that you further disrupt 
the operations. Thank people again when 
you leave.

Be always well-prepared for the moment a 
defect comes about so you are not delayed 
getting to the place of  the defect. For 
example, have your personal protective 
equipment always ready. Either clear your 
schedule for the week, or let people know 
that you will be taking calls during meetings 
and that you will leave to investigate defects. 

Hansei

What hurdles did you encounter to act 
immediately when defects occurred? How 
did you overcome them? What did you 
learn about the work and the people? How 
did they respond to your new behavior? 
What improvements, if  any, resulted from 
your actions?
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