
SIMPLE A3 CONTINUOUS 
IMPROVEMENT
Free for use, improvement and distribution
Want to know more? Search for Toyota Kata or Jimmy Janlen Kata
or get in touch with me, Liam Brobst



An Introduction

This is about taking a large, complicated, situation 
and deconstructing it into fortnightly improvements 
through two very small actions. Very small. We then 
reflect every fortnight and repeat the activity again, 
and again, and again until we decide there’s a more 
valuable situation to improve.

You’ll find step by step instructions written into the 
Demonstration Theme.

Print the blank A3 Continuous Improvement canvas 
in colour, duplex and, you guessed it, A3. Get two 
post-it notes and something to write with.

This is how winning is done.



THE CURRENT SIUATION AN IDEAL SITUATION

AN IMPROVED SITUATION BY NEXT SPRINT ACTIONS I WILL TRY THIS SPRINT

CONTINUOUS
IMPROVEMENT THEME

Demonstration Theme

Describe your situation as it 
really is, warts and all. Keep it 
simple and use plain language. 
Bonus points if you add how you 
know this is a problem or 
opportunity (measures/signals)

Describe how the situation could 
be improved so much that it 
would seem like magic. Really 
stretch your imagination and 
challenge the status quo beliefs 
and assumptions.

Describe the situation as less bad 
than it is now, not even better, 
just less bad. You can design 
'better' later. Think a small but 
noticeable improvement in a 
fortnight (sprint).

Put a post-it note here 
with one small action 
you can try within a 
fortnight. Now make it 
smaller. Hint, think 
about what needs to 
preceed this action. 
That's now the action.

Put another post-it 
note here with another 
small action like 
previously. We use two 
actions because one of 
these will likely fail, 
and that's OK, we'll 
learn something.



WHAT DID WE TRY? WHAT DID WE EXPECT?

WHAT ACTUALLY HAPPENED? WHAT DID WE LEARN?

CONTINUOUS REFLECTION

At the end of the 
fortnight, put the post-
it notes from the front 
of the canvas into 
these two boxes, even if 
you didn't action them.

The second post-it note 
action goes in this box, 
but you probably figured 
that out already.

By now, you know that 
descriptions go in these boxes. 
This one in particular starts to 
get us thinking about hypothesis 
driven actions.

This box will help us realise how 
much control we have, or don't, 
and what other people/things 
can help, or hinder, our 
improvement.

Although these boxes look 
linear, the Reflection is a loop. 
My favourite loop is OODA but I 
also find PDCA helpful. OK, now 
flip this over and run the 
activity again. Winning.
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