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INTRODUCTION 

The Kata Coaching Dojo
Developing World Class Coaching Skills

Introduction
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The 21st century with all its change and unpredictability also provides us with unparal-
OHOHG�RSSRUWXQLWLHV��0DUJUHW�+H̆HUQDQ�SXW�LW�QLFHO\�LQ�KHU������7('�WDON��³,I�ZH�IRVWHU�
LPDJLQDWLRQ��LQYHQWLYHQHVV��DQG�H[SORUDWLRQ�LQ�RXU�WHDPV��ZH�FDQ�PDNH�DQ\�IXWXUH�ZH�
want.”

6LQFH�WKHUH�LV�QR�URDGPDS�IRU�PDQ\�RI�WKHVH�FKDOOHQJHV��WKH�DELOLW\�WR�VXFFHVVIXOO\��FRQ¿-
GHQWO\�QDYLJDWH�DQG�H[SORUH�XQNQRZQ�WHUULWRU\�VHHPV�WR�EH�RQH�RI�WKH�HVVHQWLDO�DELOLWLHV�RI�
RXU�WLPH��IRU�LQGLYLGXDOV��WHDPV��DQG�RUJDQL]DWLRQV�DOLNH��

$V�D�UHVXOW��FRDFKLQJ�LV�EHFRPLQJ�D�FRUH�VNLOO�IRU�DQ\ERG\�HQWUXVWHG�ZLWK�D�OHDGHUVKLS�UROH��
FRDFKLQJ�WR�GHYHORS�SHRSOH¶V�QDYLJDWLRQ�VNLOOV��D�VKDUHG�PLQGVHW�RI�VFLHQWL¿F�WKLQ�NLQJ��
and establishing a climate that inspires.

7KDW¶V�ZKDW�OHDGHUVKLS�IRU�PH�LV�DOO�DERXW��+HOSLQJ�RWKHUV�WR�JURZ��VR�WKH\�FDQ�VXFFHVIXOO\�
EXLOG�D�SDWK�ZKHUH�QR�RQH�KDV�EHIRUH��LQ�D�MRLQW�H̆RUW�WR�PDNH�WKH�IXWXUH�D�EHWWHU�RQH�

Leaders as Coaches

:KLOH�PRUH�DQG�PRUH�RUJDQL]DWLRQV�UHTXLUH�OHDGHUV�WR�FRDFK�WKHLU�WHDPV��H̆HFWLYH�FRDFK-
LQJ�LV�VWLOO�VFDUFH��$FFHSWDQFH�E\�WHDP�PHPEHUV�LV�RIWHQ�PHGLRFUH��7KH�EHQH¿W�IRU�WKRVH�
WHDP�PHPEHUV�IURP�FRDFKLQJ�LV�RIWHQ�PHGLRFUH��WRR�

2QH�UHDVRQ�PLJKW�EH�WKLV��:H�RIWHQ�RYHUHVWLPDWH�RXU�DELOLW\�WR�FRDFK��7KLV�OHDGV�XV�WR�
QHJOHFW�RXU�QHHG�IRU�SUDFWLFH��,Q�RQH�+DUYDUG�%XVLQHVV�5HYLHZ�VWXG\�LQ�������DERXW�����
RI�WKH�SDUWLFLSDWLQJ�PDQDJHUV�UDQNHG�WKHPVHOYHV�DERYH�DYHUDJH�ZKLOH�WKHLU�FROOHDJXHV�
UDQNHG�WKHP�LQ�WKH�ERWWRP�WKLUG�

$GGLWLRQDOO\��LQ�PDQ\�RUJDQL]DWLRQV�ZH�ODFN�WKH�PHDQV�IRU�GHOLEHUDWH�SUDFWLFH��*LYLQJ�PD�
QDJHUV�FODVVURRP�WUDLQLQJ�RQ�FRDFKLQJ�DQG�WKHQ�OHWWLQJ�WKHP�SUDFWLFH�RQ�WKH�MRE�PLJKW�
EH�WRR�DUELWUDU\�DQG�VORZ��0LFKDHO�-RUGDQ�SXW�LW�QLFHO\��³<RX�FDQ�SUDFWLFH�VKRRWLQJ�HLJKW�
KRXUV�D�GD\��EXW�LI�\RXU�WHFKQLTXH�LV�ZURQJ��WKHQ�DOO�\RX�EHFRPH�LV�YHU\�JRRG�DW�VKRRWLQJ�
WKH�ZURQJ�ZD\�´�,Q�RWKHU�ZRUGV��SUDFWLFH�GRHVQ¶W�PDNH�SHUIHFW��LW�PDNHV�SHUPDQHQW�

Although we might be coaching every day, chances are high that we are not as good as we 
WKLQN��DQG�ZH�DUH�QRW�HYHQ�JHWWLQJ�EHWWHU�DW�LW�

'HVSLWH�DOO�WKHLU�WUDLQLQJ�SURJUDPV��PDQDJHUV�RIWHQ�ODFN�WKH�DELOLW\�WR�WUXO\�FRDFK�LQ�D�
QRQ�GLUHFWLYH�ZD\��7KH\�GRQ¶W�NQRZ�KRZ�WR�GLVWULEXWH�GHFLVLRQ�PDNLQJ�WR�WKH�WHDP�DQG�DW�
the same time ensure superior results by developing their team’s adaptiveness and cre-
ativity.

Give Wings to Your Team

Introduction
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$V�FRDFKHV�ZH�HDVLO\�IDOO�LQWR�WKH�WUDS�RI�DGGUHVVLQJ�D�WHDP¶V�LVVXH�EDVHG�RQ�RXU�H[SHUL�
HQFH��:H�PLJKW�JLYH�DGYLFH�DQG�IHHGEDFN�RU�HYHQ�RUGHUV��:KLOH�WKDW�PLJKW�FUHDWH�LPSDFW�
LQ�WKH�VKRUW�WHUP��ZH�ZLOO�IDLO�WR�GHYHORS�WHDP�PHPEHUV¶�VNLOOV�DQG�D�VKDUHG�PHWD�VNLOO�RI�
VFLHQWL¿�F�WKLQNLQJ�ZLWKLQ�RXU�WHDPV�

'HYHORSLQJ�WKH�H[FHOOHQW�FRDFKLQJ�VNLOOV�WKDW�DOORZ�\RX�WR�FRDFK�QDWXUDOO\�LQ�D�KLJKO\�VXS�
SRUWLYH�DQG�PRWLYDWLQJ�ZD\��HYHQ�ZKHQ�VWDNHV�DUH�KLJK��LV�D�FKDOOHQJH��,W�WDNHV�H[WHQVLYH�
practice.

7KDW�LV�ZKHUH�WKH�.DWD�&RDFKLQJ�'RMR�SURYLGHV�D�VWUXFWXUHG��PRUH�H �̆HFWLYH��DQG�IDVWHU�DS�
SURDFK�WR�GHYHORS�SRZHUIXO�FRDFKLQJ�VNLOOV�RQ�DOO�OHYHOV�RI�DQ�RUJDQL]DWLRQ�

The Kata Coaching Dojo

3LORWV�KDYH�À�LJKW�VLPXODWRUV��SURIHVVLRQDO�PXVLFLDQV�SUDFWLFH�LQ�SULYDWH�HYHU\�GD\��
:KHUH�GR�FRDFKHV�JR�WR�KRQH�WKHLU�VNLOOV"�,Q�VSRUWV�ZH�FOHDUO\�GLVWLQJXLVK�EHWZHHQ�WKH�
JDPH�DQG�WKH�WUDLQLQJ�FRXUW��$QG�WKHUH�DUH�JRRG�UHDVRQV�IRU�LW�

www.KATA-DOJO.com
Kata Dojo v4.1© Tilo Schwarz 1

PRACTICE

learnapply

GAME

1R�SURIHVVLRQDO�DWKOHWH�WULHV�D�QHZ�PRYH�IRU�WKH�¿�UVW�WLPH�LQ�D�WRXUQDPHQW��/LNHZLVH��
OHDGHUV�PLJKW�EH�EHWWHU�R �̆ �QRW�SUDFWLFLQJ�D�QHZ�DSSURDFK�RU�VSHFL¿�F�FRDFKLQJ�WHFKQLTXH�
LQ�UHDO�OLIH�VLWXDWLRQV��7KDW�ZRXOG�EH�OLNH�WU\LQJ�D�QHZ�JULS�RQ�WKH�UDFNHW�LQ�WKH�:LPEOH�
GRQ�¿�QDO�

'RMR�LV�D�-DSDQHVH�ZRUG�IRU�WKH�SODFH�RI�PDUWLDO�DUWV�SUDFWLFH��,W�DOVR�WUDQVODWHV�WR�µWKH�
SODFH�IRU�¿�QGLQJ�D�EHWWHU�ZD\�¶

7KH�.DWD�&RDFKLQJ�'RMR�VHWXS�DOORZV�FRDFKHV�WR�UHSHDWHGO\�SUDFWLFH�VSHFL¿�F�VLWXDWLRQV�
DQG�UHVSRQVHV��7KH�'RMR�SURYLGHV�PRUH�IUHTXHQW�JXLGHG�FRDFKLQJ�SUDFWLFH�WKHQ�ZRXOG�
RFFXU�LQ�GDLO\�ZRUN�OLIH��,W�SURYLGHV�D�VDIH�VSDFH�DQG�VSRUWV�OLNH�DSSURDFK�ZLWK�D�VHULHV�RI�
VSHFLDOO\�GHVLJQHG�WUDLQLQJ�H[HUFLVHV�DQG�UROH�SOD\�LQ�D�VDIH�R �̈�LQH�HQYLURQPHQW�

FIGURE 1 -  Game and Practice
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(VWDEOLVKLQJ�D�SHUPDQHQW�.DWD�&RDFKLQJ�'RMR�R̆HUV�D�GHOLEHUDWH�ZD\�WR�GHYHORS�SRZHUIXO�
FRDFKLQJ�VNLOOV�DW�VFDOH�DQG�LPSURYH�WKH�DELOLW\�RI�HVWDEOLVKHG�FRDFKHV�

,W�KHOSV�WKRVH�VWDUWLQJ�WR�FRDFK�WR�WUDQVIHU�FODVVURRP�NQRZOHGJH�LQWR�UHDO�ZRUOG�PDVWHU\�
WKRXJK�UHSHDWHG�SUDFWLFH��LQFUHDVH�FRDFKHV¶�FRQ¿GHQFH�DQG�VHWV�WKHP�RQ�WKH�SDWK�WR�EXLOG
a coaching habit.

,Q�DGGLWLRQ��WKH�.DWD�'RMR�VHWXS�DOORZV�IRU�LQGLYLGXDO�VHVVLRQV�ZLWK�D�VLQJOH�FRDFK�RU�
VPDOO�JURXS�VWUXJJOLQJ�ZLWK�D�VSHFL¿F�VLWXDWLRQ��:LWK�D�VSDUULQJ�SDUWQHU�WR�KHOS��WKH\�FDQ�
KRQH�WKHLU�DSSURDFK�IRU�VFHQDULRV�WKH\�¿QG�FKDOOHQJLQJ�ZKHQ�FRDFKLQJ�RU�FRPPXQLFDWLQJ�
with their teams.

,PDJLQH�\RXU�RUJDQL]DWLRQ�KDYLQJ�D�SHUPDQHQW�WUDLQLQJ�VSDFH�IRU�PDQDJHUV��VXSHUYLVRUV��
DQG�WHDP�OHDGHUV�ZKHUH�WKH\�FDQ�KRQH�WKHLU�FRDFKLQJ�DQG�FRPPXQLFDWLRQ�VNLOOV��$�SODFH�
IRU�¿QGLQJ�D�EHWWHU�ZD\�
JDPH�DQG�WKH�WUDLQLQJ�FRXUW��$QG�WKHUH�DUH�JRRG�UHDVRQV�IRU�LW�

Introduction
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Introduction

$�FRDFKLQJ�FRQYHUVDWLRQ�WR�WUDLQ�D�FHUWDLQ�VNLOO�IROORZV�D�VLPLODU�SDWWHUQ�DV�FRDFKLQJ�LQ�
VSRUWV��,PDJLQH�KLULQJ�D�VNL�LQVWUXFWRU�WR�LPSURYH�\RXU�SRZGHU�VNLLQJ�WR�WKH�QH[W�OHYHO�

1. $V�D�¿�UVW�VWHS�VKH�ZRXOG�JLYH�\RX�D�WDVN��PD\EH�VNL�GRZQ�D�FHUWDLQ�SDUW�RI�WKH�KLOO�

2. :KLOH�\RX�VNL��VKH�ZRXOG�REVHUYH�WR�HYDOXDWH�\RXU�FXUUHQW�FRQGLWLRQ�

3. She would then evaluate what she sees by comparing her observation with a�UHIHU�
HQFH�RI�WKH�LGHDO�VWDWH�VKH�SLFWXUHV�LQ�KHU�PLQG�

4. %DVHG�RQ�KHU�HYDOXDWLRQ�VKH�ZRXOG�WKHQ�JLYH�\RX�RQH�WLS�WR�WU\�RQ�WKH�QH[W�UXQ�

/HW¶V�FRPSDUH�WKDW�IRXU�VWHS�VHTXHQFH�ZLWK�D�FRDFKLQJ�F\FOH��:KHQ�ZH�WKH�RSHQLQJ�TXHV�
WLRQV�IRU�RQH�RI�WKH�¿�YH�SKDVHV�RI�WKH�&RDFKLQJ�.DWD�0RGHO��ZH�JLYH�WKH�RWKHU�SHUVRQ�D�
WDVN��7R�DQVZHU�WKH�TXHVWLRQ��WKH\�QHHG�WR�KDYH�GRQH�VRPHWKLQJ�LQ�WKH�SDVW�WKDW�WKH\�FDQ�
UHSRUW��)RU�H[DPSOH��³:KDW�LV�WKH�DFWXDO�FRQGLWLRQ�QRZ"´�7R�UHVSRQG�WKH\�QHHG�WR�KDYH�
REVHUYHG�WKH�SURFHVV��VXPPDUL]HG�DQG�WKRXJKW�DERXW�WKHLU�REVHUYDWLRQV�DQG�QRZ��FRP�
municate them.

$VNLQJ�RQH�RI�WKH�RSHQ�TXHV�
WLRQV�RI�WKH�&RDFKLQJ�.DWD�
PDNHV�WKH�DSSURDFK�DQG�WKH�
XQGHUO\LQJ�WKLQNLQJ�RI�WKH�RWKHU�
person visible.

7KDW�LV��LI�ZH�OLVWHQ�WR�WKH�DQ�
VZHU�FDUHIXOO\�ZLWKRXW�EHLQJ�
biased by our own opinion. 
That might be even harder than 
DVNLQJ�WKH�ULJKW�TXHVWLRQV��$Q�
experienced coach would not 
only listen to the words but also 
UHFRJQL]H�ERG\�ODQJXDJH�DQG�
intonation to grasp how the 
RWKHU�SHUVRQ�WKLQNV�DQG�IHHOV��
-XVW�OLNH�D�VNL�LQVWUXFWRU�ZRXOG�

Next we need to evaluate what we are hearing. Actually this happens in parallel and we 
RIWHQ�GRQ¶W�HYHQ�UHFRJQL]H�WKDW�ZH�DUH�DOUHDG\�HYDOXDWLQJ��7R�GR�VR�ZH�QHHG�D�UHIHUHQFH�
WR�FRPSDUH�DJDLQVW�WKH�DQVZHU��$VNLQJ�TXHVWLRQV�LV�HDV\��/LVWHQLQJ�WR�DQG�HYDOXDWLQJ�WKH�
answer is the hard part.

Coaching for Skill

Question

Answer

CoachCoach ImproverReaction

AnswerReference

evaluateevaluate

No Reference 

No Coaching

FIGURE 5 -  Coaching for skill with a four step pattern
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7KH�RXWFRPH�RI�RXU�HYDOXDWLRQ�ZLOO�GHWHUPLQH�RXU�QH[W�DFWLRQ�DV�D�FRDFK��,I�WKH�DQVZHU�
PHHWV�RXU�UHIHUHQFH��ZH�PRYH�RQ�WR�WKH�QH[W�SKDVH�RI�WKH�&RDFKLQJ�.DWD��,I�WKH�DQVZHU�
VHHPV�LPSUHFLVH�RU�WKH�XQGHUO\LQJ�DSSURDFK�LQFRUUHFW��ZH�ZLOO�DVN�GHHSHQLQJ�TXHVWLRQV�WR�
KHOS�WKH�RWKHU�SHUVRQ�FODULI\�IRU�WKHPVHOI�

7KH�.DWD�&RDFKLQJ�'RMR�KHOSV�FRDFKHV�DSSO\�WKDW�DSSURDFK�E\�SURYLGLQJ�WKH�PHDQV�WR�
KRQH�WKHLU�VNLOOV�LQ�WKH�IROORZLQJ�IRXU�DUHDV�

1. 8VLQJ�WKH�¿�YH�SKDVHV�RI�WKH�&RDFKLQJ�.DWD�0RGHO�WR�VWUXFWXUH�D�FRQYHUVDWLRQ�

2. /LVWHQLQJ�WR�WKH�DQVZHU�DQG�REVHUYLQJ�ERG\�ODQJXDJH�FDUHIXOO\�

3. %XLOGLQJ�D�UHIHUHQFH�IRU�HDFK�RI�WKH�¿�YH�SKDVHV�WR�HYDOXDWH�WKH�DQVZHU�

4. 7HDFKLQJ�KRZ�WR�DVN�GHHSHQLQJ�TXHVWLRQV�WR�KHOS�WKH�RWKHU�SHUVRQ�UHÀ�HFW�RQ�WKHLU�

DSSURDFK�DQG�DGMXVW�E\�WKHPVHOYHV��LI�QHFHVVDU\�

( �̆HFWLYH�FRDFKLQJ�GHSHQGV�RQ�KDYLQJ�D�UHIHUHQFH�DQG�KHDULQJ�DQG�FRPSDULQJ�WKH�DQVZHU�
ZLWK�LW��:LWKRXW�D�UHIHUHQFH�DVNLQJ�TXHVWLRQV�LV�DUELWUDU\��$Q\�DQVZHU�ZRXOG�EH�DFFHSW�
able.

This is where we start This is what we want to master

FIGURE 6 -  The Coaching Kata - Stepping Stones for the Coach
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Introduction

7KH�.DWD�&RDFKLQJ�'RMR�KHOSV�FRDFKHV�WR�GHYHORS�IURP�WKH�6WDUWHU�.DWD�RI�WKH�¿YH�TXHV-
tions to coach naturally in a highly supportive and motivating way.
7KLV�LV�D�VWHS�E\�VWHS�SURFHVV��:H�VWDUW�E\�UHDGLQJ�WKH�¿YH�TXHVWLRQV�IURP�WKH�FDUG��7KHQ�
ZH�OHDUQ�WR�XVH�WKH�¿YH�TXHVWLRQV�DV�D�WKUHDG�LQ�RXU�FRQYHUVDWLRQ��7KH\�EHFRPH�OLNH�VWHS-
SLQJVWRQHV�LQ�WKH�ZDWHU�WKDW�KHOS�XV�WR�VWD\�RQ�WUDFN��7KLV�LV�DOVR�WKH�SRLQW�ZKHUH�ZH�VWDUW�
WR�HQJDJH�LQWR�D�ULFKHU�GLVFXVVLQJ�E\�DVNLQJ�GHHSHQLQJ�TXHVWLRQV��7KHQ�ZH�JUDGXDOO\�
move on to using situational language in our coaching conversations and start coach-
LQJ�EH\RQG�WKH�VWDQGDUG�RQH�RQ�RQH�FRDFKLQJ�F\FOHV��7KH�¿YH�TXHVWLRQV�VWLOO�VHUYH�DV�RXU�
JXLGH�UDLO��EXW�WKH\�EHFRPH�OHVV�DQG�OHVV�REYLRXV�WR�WKH�SHUVRQ�EHLQJ�FRDFKHG��,W¶V�OLNH�
VWRQHV�XQGHU�ZDWHU�WKDW�JLYH�VWDELOLW\�WR�RXU�FRDFKLQJ��,Q�WKH�ORQJ�UXQ�ZH�ZDQW�WR�EH�DEOH�
WR�VDLO�URXJK�ZDWHUV��WR�FRDFK�ZLWK�FRQ¿GHQFH�HYHQ�ZKHQ�VWDNHV�DUH�KLJK�

Coaching Needs a Reference

(̆HFWLYH�FRDFKLQJ�GHSHQGV�RQ�KDYLQJ�D�UHIHUHQFH�DQG�KHDULQJ�DQG�FRPSDULQJ�WKH�DQVZHU�
ZLWK�LW��:LWKRXW�D�UHIHUHQFH�DVNLQJ�TXHVWLRQV�LV�DUELWUDU\�DQG�DOO�DQVZHUV�DUH�DFFHSWDEOH�

,Q�RUJDQL]DWLRQV�WKLV�KDV�D�VHFRQG�LPSOLFDWLRQ��,I�FRDFKHV�KDYH�GL̆HUHQW�UHIHUHQFHV��WKH\�
ZLOO�FRDFK�GL̆HUHQWO\�HYHQ�LI�WKH\�DUH�XVLQJ�WKH�VDPH�FRDFKLQJ�PRGHO�DQG�PDLQ�TXHV-
WLRQV��$V�WKHLU�HYDOXDWLRQ�RI�WKH�DQVZHUV�ZLOO�GL̆HU��VR�ZLOO�WKHLU�UHDFWLRQV��7KLV�LV�QRW�RQO\�
LQH̆HFWLYH�IRU�GHYHORSLQJ�D�FROOHFWLYH�VFLHQWL¿F�PLQGVHW�EXW�ZLOO�DOVR�FRQIXVH�WKRVH�EHLQJ�
FRDFKHG��$ERYH�DOO��GL̆HUHQW�FRDFKLQJ�DSSURDFKHV�FUHDWH�GL̆HUHQW�EHKDYLRU�SDWWHUQV�DQG�
VR��WKH\�DUH�XQOLNHO\�WR�GHYHORS�D�FRPSDQ\¶V�FXOWXUH�LQ�D�GHOLEHUDWH�ZD\�

7KH�PRVW�FRPPRQO\�XVHG�UHIHUHQFHV�PLJKW�EH�FRPSDULQJ�WKH�RWKHU�SHUVRQ¶V�DQVZHU�ZLWK�
RXU�NQRZOHGJH�DQG�H[SHULHQFH��:KLOH�WKHUH�DUH�VLWXDWLRQV�ZKHUH�WKLV�LV�KHOSIXO�DQG�HYHQ�
QHFHVVDU\��WKLV�LV�DFWXDOO\�QRW�FRDFKLQJ�EXW�UDWKHU�JLYLQJ�IHHGEDFN�RU�DGYLFH��,W�XVXDOO\�
GRHV�QRW�EXLOG�WKH�RWKHU�SHUVRQµV�VNLOO�WR�QDYLJDWH�IRU�WKHPVHOYHV��,Q�DGGLWLRQ��HVSHFLDOO\�
LQ�D�KLHUDUFKLFDO�VHWWLQJ��VKDULQJ�\RXU�H[SHULHQFH�DOO�WRR�HDVLO\�VOLSV�LQWR�JLYLQJ�RUGHUV��,W�
is a hard one to overcome when aspiring coaches have a managerial role.

2Q�WKH�RWKHU�HQG�RI�WKH�UHIHUHQFH�VFDOH�LV�KHOSLQJ�WKH�RWKHU�SHUVRQ�WKLQN�WKURXJK�D�WRSLF�
WDNLQJ�GL̆HUHQW�SRLQWV�RI�YLHZ��RU�SXWWLQJ�LW�LQ�FRQWH[W�ZLWK�WKHLU�LGHDO�VHOI��WKHLU�YLVLRQ�RI�
ZKR�WKH\�ZDQW�WR�EH��DQG�ZKDW�WKH\�ZDQW�WR�DFKLHYH�IRU�WKHLU�IXWXUH�

7KHVH�DUH�SRZHUIXO�UHIHUHQFHV�KHOSLQJ�WKH�RWKHU�SHUVRQ�WR�GHYHORS�D�PXOWL�IDFHWHG�YLHZ�RQ�
WKH�ZRUOG��,Q�DGGLWLRQ��SXWWLQJ�WKLQJV�LQ�FRQWH[W�ZLWK�D�SHUVRQDO�YLVLRQ�LV�QRW�RQO\�D�SRZ-
HUIXO�UHIHUHQFH�EXW�PLJKW�YHU\�ZHOO�EH�D�SUH�FRQGLWLRQ�IRU�EXLOGLQJ�D�YDOXDEOH�DQG�WUXVWIXO�
FRDFKLQJ�UHODWLRQVKLS��+RZHYHU��WKHVH�UHIHUHQFHV�GR�QRW�QHFHVVDULO\�OHDG�WR�GHYHORSLQJ�D�
PRUH�VFLHQWL¿F�PLQGVHW�

'HYHORSLQJ�D�FROOHFWLYH�PHWD�VNLOO�RI�VFLHQWL¿F�WKLQNLQJ�DQG�ZRUNLQJ�QHHGV�DQ�DGGLWLRQDO�
UHIHUHQFH��D�UHIHUHQFH�GHVFULELQJ�WKH�VNLOO�ZH�DLP�WR�GHYHORS��-XVW�OLNH�WKH�VNL�LQVWUXFWRU�
KDV�D�UHIHUHQFH��D�PHQWDO�SLFWXUH�IRU�WKH�GL̆HUHQW�PRYHPHQWV�QHFHVVDU\�WR�UXQ�GRZQ�D�
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powder slope.

How Can Coaches Build Their Reference?

%HVLGHV�GHOLYHULQJ�D�VWDUWLQJ�SRLQW�IRU�FRADFKHV�WKH�¿�YH�TXHVWLRQV�RI�WKH�&RDFKLQJ�.DWD�
DOVR�SURYLGH�D�VWDUWLQJ�SRLQW�IRU�EXLOGLQJ�D�UHIHUHQFH��(DFK�RI�WKHP�RSHQV�RQH�SKDVH�RI�WKH�
Coaching Kata Model.

7KH�TXHVWLRQV�RI�WKH�&RDFKLQJ�.DWD�DUH�DOVR�OLNH�TXDOLW\�JDWHV��,I�RQH�RI�WKHP�KDV�QRW�\HW�
EHHQ�DQVZHUHG�SUHFLVHO\�GRQ¶W�PRYH�RQ�WR�WKH�QH[W�RQH��$VN�GHHSHQLQJ�TXHVWLRQV�WR�KHOS�
WKH�RWKHU�SHUVRQ�WR�H[SORUH�GHHSHU�DQG�FODULI\��,I�WKH�WKUHVKROG�RI�NQRZOHGJH�LV�UHDFKHG�E\�
GRLQJ�VR�LW�LV�WLPH�WR�FRQGXFW�D�QH[W�VWHS�WR�¿�QG�RXW�

7KH�¿�UVW�UHIHUHQFH�FRDFKHV�KDYH�WR�GHYHORS�LV�FRQFHUQLQJ�WKH�DQVZHUV�WKH\�H[SHFW�ZKHQ�
DVNLQJ�WKH�VWHSSLQJVWRQH�TXHVWLRQV�RI�WKH�&RDFKLQJ�.DWD��:H�FDOO�WKLV�WKH�³([SHFWHG�$Q�
swer”.

%HZDUH�WKRXJK��WKH�H[SHFWHG�DQVZHU��WKH�FRDFKHV¶�UHIHUHQFH�LV�QRW�DERXW�WKH�WHFKQLFDO�
FRQWHQW��7KH�FRDFK�VKRXOG�IRFXV�RQ�WKH�ORJLF�DQG�UHDVRQLQJ�XQGHUO\LQJ�WKH�DQVZHU��,V�WKH�
DQVZHU�EXLOG�RQ�DQG�VKRZLQJ�D�VFLHQWL¿�F�ZD\�RI�WKLQNLQJ"

For a reference think like this: 

A good coaching-cycle has no jump backs.

Question

5
Question

1
Question

2
Question

3
Question

4

Target Condition Actual Condition Obstacles + Focus Experiment + Expectation Establish fast feedback

deepening 
questions

milestone question 
answered precisely 

☞ move on to next phase

milestone question not
answered precisely 

☞ ask deepening questions

one phase of the 
coaching cycle

),*85(������7KH�¿�YH�SKDVHV�RI�D�FRDFKLQJ�F\FOH
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Introduction7KH�LGHD�LV�WKDW�WKH�FRDFK�QHHGV�D�UHIHUHQFH�WR�HYDOXDWH�WKH�DQVZHU��:LWKRXW�UHIHUHQFH�WKH�
coaches’ decision on how to react to the answer will be arbitrary or subconsciously guided 
E\�WKH�FRDFKHV¶�H[SHULHQFH�DQG�RSLQLRQ�RQ�WKH�WHFKQLFDO�FRQWHQW�RI�WKH�DQVZHU�

7KXV��WKH�H[SHFWHG�DQVZHU�DV�D�FRDFKHV¶�UHIHUHQFH�LV�DERXW�WKH�PHWKRGLFDO�DVSHFWV�D�JRRG�
DQVZHU�VKRXOG�FRYHU��)RU�H[DPSOH��ZKHQ�DVNLQJ�³:KDW�LV�\RXU�WDUJHW�FRQGLWLRQ´�WKH�FRDFK�
QHHGV�DQ�XQGHUVWDQGLQJ�RI�ZKDW�DVSHFWV�DERXW�WKH�WDUJHW�FRQGLWLRQ�D�JRRG�DQVZHU�VKRXOG�
FRQWDLQ�DQG�ZKDW�DFWXDOO\�PDNHV�D�JRRG�WDUJHW�FRQGLWLRQ�GH¿QLWLRQ�

7KH�WHUP�µH[SHFWHG�DQVZHU¶�PLJKW�VRXQG�VWUDQJH�DQG�LPSO\�WKH�DVVXPSWLRQ�WKDW�WKHUH�LV�
RQO\�RQH�FRUUHFW�DQVZHU��2I�FRXUVH��WKDW�LV�QRW�WKH�FDVH�

7KH�.DWD�&RDFKLQJ�'RMR�R̆HUV�D�GHOLEHUDWH�ZD\�IRU�FRDFKHV�WR�GHYHORS�DQG�LPSURYH�WKHLU�
UHIHUHQFH��,Q�WKH�'RMR�ZH�FDQ�SUDFWLFH�LQGLYLGXDO�SKDVHV�RI�WKH�&RDFKLQJ�.DWD�UDWKHU�WKDQ�
D�FRPSOHWH�FRDFKLQJ�FRQYHUVDWLRQ��7KURXJK�UHSHDWLQJ�WKH�VDPH�VHTXHQFH�VHYHUDO�WLPHV�
DQG�UHÀHFWLQJ�DQG�DGDSWLQJ�WKHLU�DSSURDFK�ZLWK�HDFK�URXQG�FRDFKHV�FDQ�KRQH�WKHLU�UHIHU-
ence as well as their approach.

:KHQ�WHDPV�RI�FRDFKHV�SUDFWLFH�LQ�WKH�'RMR��WKH\�GLVFXVV�WKHLU�LQGLYLGXDO�DSSURDFKHV�IRU�
FRDFKLQJ�LQ�GL̆HUHQW�VLWXDWLRQV��7KLV�KHOSV�WR�EXLOG�DQG�DOLJQ�WKHLU�UHIHUHQFH�DV�ZHOO�DV�WR�
VSUHDG�EHVW�SUDFWLFHV�DV�FRDFKLQJ�EHKDYLRU�JHWV�PRUH�FRQVLVWHQW�WKURXJKRXW�DQ�RUJDQL]D-
tion.
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How does the Kata Coaching Dojo work?

,Q�WKH�.DWD�'RMR��RQH�SHUVRQ�SXUSRVHIXOO\�WDNHV�WKH�UROH�RI�WKH�SHUVRQ�EHLQJ�FRDFKHG��
WKH�OHDUQHU��SOD\LQJ�D�VFULSWHG�VLWXDWLRQ��7KLV�R �̆HUV�FRDFKHV�WKH�RSSRUWXQLW\�WR�WHVW�DQG�
improve their approach with each round.

7KH�.DWD�&RDFKLQJ�'RMR�DLPV�DW�LPSURYLQJ�WKH�IROORZLQJ�¿�HOGV�

1. 8VLQJ�WKH�¿�YH�SKDVHV�RI�WKH�&RDFKLQJ�.DWD�WR�VWUXFWXUH�WKH�FRQYHUVDWLRQ�

2. /HDUQLQJ�WR�OLVWHQ�WR�WKH�DQVZHU�DQG�REVHUYH�PRUH�SUHFLVHO\�

3. %XLOGLQJ�D�UHIHUHQFH�IRU�HDFK�RI�WKH�¿�YH�SKDVHV�WR�HYDOXDWH�WKH�DQVZHU�

4. $VNLQJ�GHHSHQLQJ�TXHVWLRQV�WR�KHOS�WKH�RWKHU�SHUVRQ�WR�UHÀ�HFW�RQ�WKHLU�DSSURDFK�
DQG�DGMXVW�E\�WKHPVHOYHV��LI�QHFHVVDU\�

Coach

„Improver“

2nd Coach

Gives short feedback 
after each round

Repeatedly simulates 
the same situation 

within a coaching-cycle

Is able to improve his 
approach with each round

+

FIGURE 8 -  Roles in the Dojo
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Introduction

(̆HFWLYH�FRDFKLQJ�GHSHQGV�RQ�KDYLQJ�D�UHIHUHQFH�DQG�KHDULQJ�DQG�FRPSDULQJ�WKH�DQVZHU�
ZLWK�LW��:LWKRXW�D�UHIHUHQFH��DVNLQJ�TXHVWLRQV�LV�DUELWUDU\��$Q\�DQVZHU�ZRXOG�EH�DFFHSW-
able.

,Q�RUJDQL]DWLRQV�WKLV�KDV�D�VHFRQG�LPSOLFDWLRQ��,I�FRDFKHV�KDYH�GL̆HUHQW�UHIHUHQFHV��WKH\�
ZLOO�FRDFK�GL̆HUHQWO\�HYHQ�LI�WKH\�DUH�XVLQJ�WKH�VDPH�FRDFKLQJ�PRGHO�DQG�TXHVWLRQV��$V�
WKHLU�HYDOXDWLRQ�RI�WKH�DQVZHUV�ZLOO�GL̆HU��VR�ZLOO�WKHLU�UHDFWLRQV��7KLV�LV�QRW�RQO\�LQHI-
IHFWLYH�IRU�GHYHORSLQJ�D�FROOHFWLYH�VFLHQWL¿F�PLQGVHW�EXW�ZLOO�DOVR�FRQIXVH�WKRVH�EHLQJ�
FRDFKHG��$ERYH�DOO��GL̆HUHQW�FRDFKLQJ�DSSURDFKHV�FUHDWH�GL̆HUHQW�EHKDYLRU�SDWWHUQV�DQG�
WKXV��DUH�XQOLNHO\�WR�GHYHORS�D�FRPSDQ\¶V�FXOWXUH�LQ�D�GHOLEHUDWH�ZD\�

7KH�.DWD�&RDFKLQJ�'RMR�HQVXUHV�EHWWHU�OHDUQLQJ�SURJUHVV�E\�EXLOGLQJ�RQ�WKH�IROORZLQJ�SLO-
ODUV�

• 7KH�¿YH�SKDVHV�RI�WKH�&RDFKLQJ�.DWD�DUH�XVHG�DV�DQ�XQGHUO\LQJ�SDWWHUQ�
IRU�WKH�FRDFKLQJ�FRQYHUVDWLRQ� That allows us to practice coaching phase by 
SKDVH��UHGXFLQJ�FRPSOH[LW\��&RDFKHV�FDQ�EXLOG�WKHLU�UHIHUHQFH�IRU�HYDOXDWLQJ�DQ-
swers and accumulate coaching tips phase by phase. 

• 3UDFWLFH�IRFXVHV�RQ�SDWWHUQV�UDWKHU�WKDQ�LQGLYLGXDO�HYHQWV� When coach-
LQJ�ZH�HQFRXQWHU�DQ�XQOLPLWHG�QXPEHU�RI�LQGLYLGXDO�VLWXDWLRQV��1R�WZR�FRDFKLQJ�
FRQYHUVDWLRQV�DUH�DOLNH��3UDFWLFLQJ�DQG�SUHSDULQJ�IRU�HDFK�VLWXDWLRQ�ZLWK�DQ�LQGL-
YLGXDO�UHDFWLRQ�IURP�WKH�FRDFK��IRU�H[DPSOH�ZLWK�D�OLVW�RI�GHHSHQLQJ�TXHVWLRQV��LV�
LPSRVVLEOH��:H�ZRXOG�QHHG�WR�OHDUQ�DQG�SUDFWLFH�DQ�XQOLPLWHG�QXPEHU�RI�GHHSHQ-
LQJ�FRDFKLQJ�TXHVWLRQV�WR�EH�SUHSDUHG�IRU�HYHU\�VLWXDWLRQ�

However, there seem to be underlying patterns in answers and behavior. Facts and 
GDWD�IRU�WKH�DFWXDO�FRQGLWLRQ�PLJKW�EH�RXWGDWHG�RU�QRW�UHOHYDQW��&RQFOXVLRQV�PLJKW�
be drawn too early or based on assumptions. A proposed next step could be too 
ELJ��WRR�H[SHQVLYH��RU�WRR�ULVN\��$OWKRXJK�WKH�VLWXDWLRQ�DQG�WKH�H[DFW�ZRUGV�XVHG�E\�
WKH�OHDUQHU�ZLOO�EH�GL̆HUHQW��WKH�SDWWHUQV�DUH�WKHUH�HYHU\�WLPH��

,I�FRDFKHV�DUH�DEOH�WR�LGHQWLI\�WKH�XQGHUO\LQJ�WKLQNLQJ�RU�EHKDYLRU�SDWWHUQ��WKH\�FDQ�
DGGUHVV�LW�ZLWK�D�PDWFKLQJ�FRDFKLQJ�DSSURDFK��'RXJ�/HPRY��FDOOV�WKLV�³LGHQWLI\LQJ�
DQG�SUDFWLFLQJ�PLFUR�VNLOOV�´�

,GHQWLI\LQJ�UHOHYDQW�EHKDYLRU�SDWWHUQV�DQG�GHYHORSLQJ�FRDFKLQJ�WLSV�WKDW�FDQ�EH�
JHQHUDOO\�XVHG�WR�DGGUHVV�D�SDWWHUQ�DUH�D�SRZHUIXO�ZD\�WR�GHYHORS�JRRG�FRDFKLQJ�DW�
scale.

0RUHRYHU��ZH�FDQ�DSSO\�WKDW�FRDFKLQJ�DSSURDFK�XQLYHUVDOO\��LQ�PDQ\�GL̆HUHQW�VLWX-
ations.

8VH�WKH�¿YH�SKDVHV�RI�WKH�&RDFKLQJ�.DWD�DV�DQ�XQGHUO\LQJ�QDYLJDWLRQ�VWUXFWXUH�IRU�
WKH�FRQYHUVDWLRQ��(YDOXDWH�WKH�DQVZHU��¿QG�WKH�SDWWHUQ�WKDW�QHHGV�WR�EH�DGGUHVVHG��
DSSO\�WKH�PDWFKLQJ�FRDFKLQJ�DSSURDFK�DQG�\RX�FDQ�FRDFK�LQ�D�KHOSIXO�ZD\�
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THE EXERCISES

Deliberate Practice for Coaches

E
xercises
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2Q�WKH�IROORZLQJ�SDJHV�\RX�FDQ�¿�QG�D�VHW�RI�EDVLF�H[HUFLVHV�IRU�SUDFWLFLQJ�WKH�FRDFKLQJ�
WLSV�GHVFULEHG�LQ�WKLV�ERRN��7KHVH�H[HUFLVHV�ZHUH�GHYHORSHG�EDVHG�RQ�SDWWHUQV�ZH�KDYH�
VHHQ�PRVW�FRDFKHV�UHSHDWHGO\�VWUXJJOH�ZLWK��7KH�H[HUFLVHV�VHUYH�DV�D�VWDUWLQJ�SRLQW�IRU�
\RXU�.DWD�&RDFKLQJ�'RMR�SUDFWLFH��%H\RQG�WKDW�\RX�FDQ�DQG�VKRXOG�GHYHORS�QHZ�H[HUFLVHV�
\RXUVHOI��:H�ZLOO�GLVFXVV�KRZ�WR�GR�WKDW�DW�WKH�HQG�RI�WKLV�SDUW�RI�WKH�ERRN�

7KH�.DWD�-HW�&DVH�6WXG\

$OO�H[HUFLVHV�LQ�WKH�ERRN�DUH�EDVHG�RQ�WKH�.DWD�-HW�FDVH�VWXG\��,W�LV�GHVLJQHG�DURXQG�D�YHU\�
VLPSOH�SURFHVV�VR�HYHU\ERG\�FDQ�HDVLO\�XQGHUVWDQG�LW��7KLV�KHOSV�WR�IRFXV�RQ�WKH�FRDFK�
ing aspect rather than struggling to understand the process. Having a simple process also 
KHOSV�WR�TXLFNO\�FUHDWH�VSHFL¿�F�FRDFKLQJ�VLWXDWLRQV�ZLWKRXW�KDYLQJ�WR�H[SODLQ�WKH�WHFKQLFDO�
EDFNJURXQG��<RX�FRXOG�DOVR�FUHDWH�\RXU�RZQ�FDVH�VWXG\�DQG�DGDSW�WKH�H[HUFLVHV�IURP�WKLV�
ERRN�

The Roles
)RU�WKH�FDVH�VWXG\�ZH�LPDJLQH�D�WHDP�RI�IRXU�SHRSOH�RSHUDWLQJ�WKH�SURFHVV�RYHU�WZR�VKLIWV��
)RU�HDFK�VKLIW�WKHUH�LV�D�WHDP�OHDGHU�ZKRVH�WDVN�LV�WR�LPSURYH�WKH�SURFHVV��7KDW�LV�WKH�UROH�
RI�WKH�LPSURYHU�ZH�ZLOO�VLPXODWH�LQ�WKH�'RMR�H[HUFLVHV�

The Process
7KH�.DWD�-HW�SURFHVV�LV�DERXW�WKURZLQJ�D�SDSHU�SODQH�LQWR�D�EXFNHW�ORFDWHG�����FP�DZD\��
7KH�EXFNHW�KDV�D�GLDPHWHU�RI����FP��7KH�SURFHVV�LQ�UXQ�LQ�EDWFKHV�RI�¿�YH��L�H���WKH�WHDP�
PHPEHUV�RSHUDWLQJ�WKH�SURFHVV�DOZD\V�GR�¿�YH�WKURZV�LQ�D�URZ�ZLWK�¿�YH�GL �̆HUHQW�SDSHU�
planes.

Kata Coaching Dojo Starter Exercises

E
xercises

TARGET

40 CM

si
de

 v
ie

w

DISTANCE TO TARGET = 200 CM

FIGURE 9 -  The Kata Jet Process
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7KH�³WKURZLQJ´�SURFHVV�ZH�IRFXV�RQ�LV�SDUW�RI�D�ODUJHU�SURFHVV�WKDW�SURGXFHV�WKH�.DWD�-HW��
%HIRUH�WKH�³WKURZLQJ´�SURFHVV�WKH�SODQH�JHWV�IROGHG�DQG�WULPPHG�ZLWK�WKH�SDSHU�FOLSV�
ZKLFK�LV�GRQH�E\�DQRWKHU�WHDP�LQ�DQRWKHU�GHSDUWPHQW��7KHUH�DUH�DOVR�WZR�GL �̆HUHQW�H[WHU�
QDO�VXSSOLHUV�LQYROYHG�WKDW�GHOLYHU�WKH�SDSHU�DQG�WKH�SDSHU�FOLSV�IRU�WKH�.DWD�-HW�

$OWKRXJK�WKDW�PLJKW�ORRN�OLNH�D�SURGXFWLRQ�HQYLURQPHQW�WKDW�GRHV�QRW�KDYH�WR�EH�WKH�FDVH��
7KLQN�RI�DQ\�NLQG�RI�SURFHVV�ZKHUH�ZH�GHOLYHU�D�SURGXFW�RU�VHUYLFH�IRU�WKH�FXVWRPHU�DQG�
ZDQW�WR�LPSURYH�TXDOLW\��OLNH�PRUH�KLWV�ZLWK�WKH�SODQH��,W�FRXOG�DOVR�EH�D�SURFHVV�ZKHUH�ZH�
ZDQW�WR�UHGXFH�PLVWDNHV�

The Challenge
7KH�FKDOOHQJH��RU�WKH�ORQJHU�WHUP�WDUJHW��LV�WR�LPSURYH�WKH�SURFHVV�WR�DFKLHYH�¿�YH�KLWV�RXW�
RI�¿�YH��7KH�GXH�GDWH�IRU�WKH�FKDOOHQJH�LV�VL[�PRQWKV�IURP�WRGD\�

The Outcome Metric
7KH�RXWFRPH�PHWULF��WKH�ODJJLQJ�LQGLFDWRU��LV�WKH�KLW�UDWH�FDOFXODWHG�DV�SHUFHQWDJH�RI�KLWV�
RYHU�¿�YH�WKURZV�

The Process Metric
)RU�GH¿�QLQJ�RXU�SURFHVV�PHWULF��WKH�OHDGLQJ�LQGLFDWRU�ZH�IRFXV�RQ��ZH�ZLOO�=RRP�,Q�E\�
1DYLJDWLQJ�WKH�7UHH��VHH�7LS����
7KH�KLW�UDWH�LV�LQÀ�XHQFHG�E\�WZR�SDUDPHWHUV��À�LJKW�GLVWDQFH�DQG�FURVV�GHYLDWLRQ��7R�SUR�
GXFH�D�KLW�WKH�SODQH�KDV�WR�À�\�WKH�FRUUHFW�GLVWDQFH�DQG�QHHGV�WR�EH�ZLWKLQ�D�FHQWHU�PDUJLQ�
sideways.

),*85(�������3DUDPHWHUV�LQÀ�XHQFLQJ�WKH�KLW�UDWH
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TARGET

40 CM

flight distance

cross deviation (+)

cross deviation (-)
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DISTANCE TO TARGET = 200 CM

Current Condition: Flight Distance = 200cm ± 80cm

Current Condition: Cross Deviation = ± 82cm
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How to Read the Exercises
7KH�H[HUFLVHV�DUH�VRUWHG�E\�SKDVHV�VWDUWLQJ�ZLWK�SKDVH�RQH�RI�WKH�&RDFKLQJ�.DWD��<RX�
PLJKW�ZDQW�WR�ZRUN�WKURXJK�WKHP�LQ�WKDW�RUGHU��,W�LV�KHOSIXO�WR�GHYHORS�FRDFKLQJ�VNLOOV�
DQG�RXU�UHIHUHQFH�SKDVH�E\�SKDVH�DV�WKH�&RDFKLQJ�.DWD�SKDVHV�EXLOG�RQ�HDFK�RWKHU��$V�DQ�
H[DPSOH��$Q�LPSUHFLVH�WDUJHW�FRQGLWLRQ�RU�FXUUHQW�FRQGLWLRQ�HDVLO\�OHDGV�WR�YDJXH�REVWD-
cles and maybe big steps based on assumptions later on.

7KH�³6LWXDWLRQ´�VHFWLRQ�EULHÀ\�GHVFULEHV�WKH�FKDOOHQJH�FUHDWHG�IRU�WKH�FRDFK��7KH�³/HDUQ-
LQJ�7DUJHW´�H[SODLQV�ZKDW�ZH�ZDQW�WR�SUDFWLFH�ZLWK�WKH�H[HUFLVH��,I�\RX�DUH�IDFLOLWDWLQJ�D�
'RMR�GRQ¶W�VKDUH�WKHVH�SLHFHV�RI�LQIRUPDWLRQ�ZLWK�WKH�JURXS�SULRU�WR�UXQQLQJ�WKH�H[HUFLVH�

7KH�H[HUFLVH�LWVHOI�LV�SULQWHG�LQ�D�ER[��,W�LV�LGHQWLFDO�ZLWK�WKH�VOLGHV�RI�WKH�H[HUFLVHV�\RX�FDQ�
GRZQORDG�DW�NDWD�GRMR�FRP��$W�WKH�WRS�RI�WKH�ER[�LV�WKH�TXHVWLRQ�DVNHG�E\�WKH�FRDFK�WKDW�
VWDUWV�WKH�VFHQDULR��%HORZ�WKDW�DUH�VHYHUDO�VFULSWHG�DQVZHUV�IRUP�WKH�LPDJLQDU\�LPSURYHU�

7KHVH�DQVZHUV�DUH�SXUSRVHIXOO\�GHVLJQHG�WR�EH�LPSUHFLVH�RU�HYHQ�QRW�PDWFK�WKH�FRDFKHV�
TXHVWLRQ��(YHQ�WKRXJK�WKDW�PLJKW�VHHP�H[DJJHUDWHG�WKH\�UHVHPEOH�W\SLFDO�SDWWHUQV�ZH�
encounter as coaches. The idea is to put coaches in a situation where they can test and 
improve their reaction.

%HIRUH�UXQQLQJ�WKH�H[HUFLVH��GLVFXVV�WKH�IROORZLQJ�ZLWK�\RXU�JURXS�

• :KDW�LV�WKH�SUREOHP�ZLWK�HDFK�RI�WKH�VFULSWHG�DQVZHUV"

• :KDW�LV�\RXU�H[SHFWHG�DQVZHU��\RXU�UHIHUHQFH�DV�D�FRDFK"

• +RZ�ZRXOG�\RX�UHDFW�DV�D�FRDFK"

:KHQ�\RX�DUH�UHDGLQJ�DQ�H[HUFLVH�IRU�\RXUVHOI�IRU�WKH�¿UVW�WLPH�\RX�VKRXOG�DQVZHU�WKHVH�
TXHVWLRQV�EHIRUH�\RX�UHDG�RQ��5HÀHFW�RQ�WKH�H[HUFLVHV��5HDOO\�GR�LW��-XVW�UHDGLQJ�RQ�DQG�
DFNQRZOHGJLQJ�WKH�WLSV�GRHV�QRW�JLYH�WKH�VDPH�EHQH¿W�

7KH�SUREOHP�FUHDWHG�E\�HDFK�VFULSWHG�DQVZHU�LV�GHVFULEHG�ULJKW�RI�WKH�H[HUFLVH�ER[��WKXV��
DQVZHULQJ�WKH�¿UVW�RI�WKH�DERYH�WKUHH�TXHVWLRQV��8VH�WKLV�DV�D�JXLGHOLQH�ZKHQ�SUHSDULQJ�WR�
IDFLOLWDWH�DQ�H[HUFLVH�

7KH�VHFRQG�SDJH�RI�HDFK�H[HUFLVH�H[SODLQV�WKH�UHIHUHQFH�IRU�WKH�FRDFK�LQFOXGLQJ�WKH�³SHU-
IHFW´�DQVZHU��1H[W�DUH�KHOSIXO�WLSV�DQG�DSSURDFKHV�IRU�WKH�FRDFK�WR�SUDFWLFH�ZLWK�WKH�
VSHFL¿F�H[HUFLVH��:KHQ�IDFLOLWDWLQJ�D�'RMR��\RX�PLJKW�ZDQW�WR�ZULWH�GRZQ�WKHVH�WLSV�RQ�D�
ÀLSFKDUW�DV�D�ZUDS�XS�DIWHU�SUDFWLFLQJ��7KHUH�LV�DOVR�D�VHFWLRQ�H[SODLQLQJ�GHHSHQLQJ�TXHV-
WLRQV�WKDW�DUH�KHOSIXO�WR�XVH�DV�D�FRDFK�WR�SXW�WKH�WLSV�LQWR�DFWLRQ��&RDFKHV�FRXOG�SHQFLO�
WKHP�RQ�WKH�EDFN�RI�WKHLU���4XHVWLRQ�&DUG�

5HIHUHQFHV�WR�WKH�FRDFKLQJ�WLSV�VHFWLRQ�DUH�PDGH�ZLWK�WLSV�KLJKOLJKWHG�LQ�RUDQJH�
,I�\RX�KDYH�WKH�7R\RWD�.DWD�0HPRU\�-RJJHU�\RX�FDQ�¿QG�DGGLWLRQDO�WLSV�RQ�WKH�SDJHV�LQ-
dicated in the green cover image.

E
xercises
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Having a Precise Target Condition
Situation

Phase 1: The improver explains the target condition too generally, too detailed or only partially.  

Exercise 1

Learning Targets 

6SHFL¿F��8VH�GHHSHQLQJ�TXHVWLRQV�WR�KHOS�WKH�LPSURYHU�FODULI\�WKH�QH[W�WDUJHW�FRQGLWLRQ�LQ�D�
nutshell. It should be concise, about 30 seconds.

General: Use Repeat & Add�WR�LQFUHDVH�SUHFLVLRQ�UDWKHU�WKDQ�FRPLQJ�XS�ZLWK�D�QHZ�TXHVWLRQ�
RU�DVNLQJ�D�FORVHG�TXHVWLRQ��$YRLG�VWDWHPHQWV�OLNH�µWKLV�LV�QRW�SUHFLVH�HQRXJK�¶�µWKLV�LV�WRR�ORQJ�¶�
RU�µWKHUH�LV�D�PHWULF�PLVVLQJ�¶

Help the person orient towards a longer term target AND have a clear short term work focus 
on the process level. 

Learn to ignore premature perceptions. Recognize ambiguity, uncertainty, or fear.

Exercise 1

Coach: What is your target condition for this 
process?

Improver:

A. My target condition is to improve the Kata  
Jet process.

B. The challenge is to reach a hit rate of 100% 
ZLWKLQ���PRQWKV��$W�¿UVW�ZH�DLP�IRU�D�KLW�UDWH�
RI�MXVW������7KDW�LV�DOUHDG\�GLI¿FXOW�HQRXJK�
since we cannot change the distance to 
the target and the $500 budget is really too 
small for achieving this.

&�� 0\�WDUJHW�FRQGLWLRQ�LV�WR�VWDELOL]H�WKH�ÀLJKW�
distance at 200cm ± 20cm and to reduce 
the cross deviation so that we hit the center 
with a maximum deviation to the sides of ± 
20cm.

:KDW¶V�WKH�SUREOHP�ZLWK�WKH�DQVZHU"

A. Too general and does not include a 
metric.   

   
B. Only overall target and impact 

metric mentioned, process metric 
missing i.e. no focus for next target 
FRQGLWLRQ�GH¿QHG��$VVXPSWLRQV�
�GLI¿FXOW�HQRXJK��EXGJHW�WRR�VPDOO��
and maybe emotions/fear involved.

C. No outcome metric mentioned. 
Two process metrics mentioned 
i.e. focus for next target condition 
unclear.  
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Exercise 1

The perfect answer

My target condition is [outcome metric] therefore [process indicator]
Example: My target condition is to improve the hit rate to 40%. Therefore we have to reach a 
ÀLJKW�GLVWDQFH�RI����FP�����FP�

Reference for the Coach

Link with overall challenge AND Slice the Elephant — be relevant and make a focused link to 
the overall challenge with the outcome metric. Have a clear work focus for reaching the next 
Target Condition and measure progress on it with the process indicator. Answer should be 
short. 30 seconds max.

Tips for the Coach 

Reference: My target condition is [outcome metric] therefore [process indicator].  
Repeat & Add��5HSHDW�WKH�FRUQHU�VWRQH�TXHVWLRQ�DQG�DGG�ZKDW�\RX�ZRXOG�OLNH�WR�NQRZ�� 
General: If the improver struggles explaining the target condition you might need to go back to 
the planing phase of the Improvement Kata together. 

According to the Cambridge Dictionary: establish means to start having a relationship with — 
WKLV�LV�WKH�FRDFK¶V�WDVN�

Helpful Deepening Questions 

• What does that mean in numbers? 

• What is your target condition regarding the outcome metric / the process indicator? 

• :KDW�LV�\RXU�¿UVW�WDUJHW�FRQGLWLRQ�UHJDUGLQJ�WKH�SURFHVV�LQGLFDWRU" 

• :KLFK�RQH�DUH�\RX�DGGUHVVLQJ�¿UVW"

<RXU�QRWHV�DQG�UHÀHFWLRQV�RQ�WKLV�H[HUFLVH
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3KDVH����8QGHUVWDQGLQJ�$FWXDO�&RQGLWLRQ
Situation

The improver explains the actual condition too generally.  
Coach: What is the actual condition now?

Exercise 2

Learning Targets 

6SHFL¿F��8VH�RSHQ�TXHVWLRQV�WR�KHOS�WKH�LPSURYHU�FODULI\�WKH�QH[W�FXUUHQW�FRQGLWLRQ�LQ�D�
QXWVKHOO�����VHFRQGV��

General: Use Repeat & Add�WR�LQFUHDVH�SUHFLVLRQ�UDWKHU�WKDQ�FRPLQJ�XS�ZLWK�D�QHZ�TXHVWLRQ�
RU�DVNLQJ�D�FORVHG�TXHVWLRQ��$YRLG�VWDWHPHQWV�OLNH�µWKLV�LV�QRW�SUHFLVH�HQRXJK�¶� 
µWKLV�LV�WRR�ORQJ�¶�RU�µWKHUH�LV�D�PHWULF�PLVVLQJ�¶

Emotional: Learn to ignore premature perceptions. Recognize ambiguity, uncertainty, or fear.

Exercise 2

Coach: What is the actual condition now?

Improver:

$�� :H�GRQ¶W�KLW�WKH�WDUJHW�SUHFLVHO\�HQRXJK�

B. The hit rate is at 20%, but with this 
PDWHULDO�TXDOLW\�WKDW�LV�WKH�EHVW�SRVVLEOH�

C. During the last run only one throw was a 
hit, therefore we have to move the lower 
clips further to the back.

:KDW¶V�WKH�SUREOHP�ZLWK�WKH�DQVZHU"

A. Too general and does not include 
a metric. 

B. Only outcome metric mentioned. 
Assumptions (not possible 
EHFDXVH�RI�PDWHULDO�TXDOLW\���
maybe emotions involved.

C. Only outcome metric mentioned. 
Quick next step proposed.  
Maybe based on assumption. 
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Exercise 2

The perfect answer

My target condition is [outcome metric] therefore [process indicator].
Example: My target condition is to improve the hit rate to 40%, therefore we have to reach a 
ÀLJKW�GLVWDQFH�RI����FP�����FP�

Reference for the Coach

Present current facts and data for impact and process metric. Answer should be short.  
30 seconds max. The current condition is [outcome metric] because [process metric].
Example:  
&XUUHQWO\�ZH�KDYH�D�KLW�UDWH�RI�RQO\�����%(&$86(�WKH�ÀLJKW�GLVWDQFH�LV�DW����FP�����FP�

Tips for the Coach 

• Reference: The current condition is [outcome metric] because [process metric]. 

• 5HSHDW�WKH�FRUQHU�VWRQH�TXHVWLRQ�DQG�DGG�ZKDW�\RX�ZRXOG�OLNH�WR�NQRZ� 

• General: Focus on the useful part of the answer.

Helpful Deepening Questions 

• What does that mean in numbers? 

• What is the actual condition regarding the outcome metric / the process metric?

<RXU�QRWHV�DQG�UHÀHFWLRQV�RQ�WKLV�H[HUFLVH
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MICRO SKILLS

Tips for the coach to practice in the Dojo
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Tips for the Coach
Tips About Fundamental Coaching Concepts

1. The Steppingstones
���6WDQG�RQ�5HG��:DON�RQ�*UHHQ
���7R.�EHIRUH�6WHS
4. At ToK go to Q4
���7KHUHIRUH�²�%HFDXVH
���1R�'DWD"�$VN�IRU�'DWD�
���*HWWLQJ�)RJJ\"�*R�DQG�6HH�

Repeat and Add

���5HSHDW�DQG�$GG
���5HSHDW�DQG�$GG�D�&RQVWUDLQW
����5HSHDW�DQG�6WHS�RQ�WKH�:RUG

Zoom In

����1DYLJDWH�7KH�7UHH��&OLPE�WKH�7UHH"�
12. Find the Patterns
����/RYH�DW�)LUVW�6LJKW
14. Compare the Patterns

Tips About Coaching Patterns

����7KH�2EVWDFOH�)RUPXOD
����0DNH�LW�D�6HQWHQFH
����(̆HFW�)LUVW
�����7ZR�7\SHV�RI�2EVWDFOHV
����7KH�5RRW�&DXVH�)XQQHO
����,QVLGH�2XW
����7KUHH�7\SHV�RI�([SHULPHQWV
����7KH�)RUWXQHWHOOHU¶V�&U\VWDO�%DOO
����7KH�/RJLF�/LQNV���*R�:HVW
����*R�%DFN
����6OLFH�WKH�(OHSKDQW
����'RQ¶W�:DLW��3UHSDUH

What to Avoid

27. Closed Questions
����5HSKUDVLQJ
����7KH�0H�DQG�WKH�0RUH
����)LQJHU�SRLQWLQJ
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Tips for the Coach

1R�WZR�FRDFKLQJ�FRQYHUVDWLRQV�DUH�DOLNH��,I�ZH�ZHUH�WR�WU\�WR�¿QG�D�VXLWDEOH�GHHSHQLQJ�
TXHVWLRQ�IRU�HDFK�VLWXDWLRQ��ZH�PLJKW�HQG�XS�ZLWK�DQ�LQ¿QLWH�OLVW��$OWKRXJK�HYHU\�FRDFKLQJ�
F\FOH�LV�GL̆HUHQW��WKHUH�WHQG�WR�EH�SDWWHUQV�LQ�SHRSOH¶V�DQVZHUV�DQG�EHKDYLRUV��,I�D�FRDFK�
FDQ�LGHQWLI\�WKHVH�SDWWHUQV�LW�LV�D�ORW�HDVLHU�WR�UHVSRQG�ZLWK�D�PDWFKLQJ�UHPHG\��&RDFKHV�
FDQ�WKHQ�OHDUQ�DQG�SUDFWLFH�JHQHUDO�DSSURDFKHV�UDWKHU�WKDQ�D�KLJK�QXPEHU�RI�VSHFL¿F�
GHHSHQLQJ�TXHVWLRQV�

7KH�SURFHVV�LQ�WKH�PLQG�RI�WKH�FRDFK�PLJKW�ORRN�OLNH�WKLV�
��� $VN�DQ�RSHQ�TXHVWLRQ�
��� &RPSDUH�WKH�DQVZHU�ZLWK�RXU�UHIHUHQFH�DQG�LGHQWLI\�GHYLDWLRQV�
��� ,GHQWLI\�WKH�SDWWHUQ�RI�WKLQNLQJ�DQG�DFWLQJ�WKDW�XQGHUOLHV�WKH�GHYLDWLRQ�
��� ,GHQWLI\�WKH�PDWFKLQJ�UHPHG\�SDWWHUQ�
��� 8VH�D�GHHSHQLQJ�TXHVWLRQ�WR�WHVW�WKH�K\SRWKHVLV�

-XVW�WR�EH�FOHDU��$OWKRXJK�,�XVH�WKH�WHUP�UHPHG\�LW�LV�QRW�WKDW�WKH�FRDFK�LV�FXULQJ�VRPH-
WKLQJ��:H�DUH�FRDFKLQJ�IRU�VFLHQWL¿F�WKLQNLQJ��WR�LQFUHDVH�SHRSOH¶V�DELOLW\�WR�QDYLJDWH�
XQNQRZQ�WHUULWRU\�DQG�LQ�WKDW�ZD\�HQDEOH�WKHP�WR�UHDFK�FKDOOHQJLQJ�JRDOV�
7KDW�LV�ZK\�ZH�FRPSDUH�WKH�DSSURDFK�ZH�KHDU�LQ�WKH�DQVZHU�ZLWK�RXU�SHUVRQDO�UHIHUHQFH�
IRU�D�VFLHQWL¿F�DSSURDFK�

7KH�IRXU�VWHSV�RI�WKH�,PSURYHPHQW�.DWD�FDQ�EH�XVHG�DV�VXFK�D�UHIHUHQFH��/LNHZLVH��WKLQN�
RI�WKH�NDWD�F\FOH�DV�D�PRUH�GHWDLOHG�UHIHUHQFH�IRU�D�VFLHQWL¿F�DSSURDFK��6LQFH��ZH�DOO�KDYH�
LQGLYLGXDO�H[SHULHQFH�ZLWK�DQG�XQGHUVWDQGLQJ�RI�D�VFLHQWL¿F�ZD\�RI�WKLQNLQJ�DQG�DFWLQJ��
RXU�UHIHUHQFHV�ZLOO�GL̆HU�DV�ZHOO�

,�¿QG�LW�KHOSIXO�WR�WUHDW�P\�DQDO\VLV�DQG�LQWHUSUHWDWLRQ�RI�DQ�LPSURYHU¶V�DQVZHU�DV�D�K\-
SRWKHVLV�DQG�DVN�DQ�RSHQ�GHHSHQLQJ�TXHVWLRQ�WR�WHVW�LW��$IWHU�DOO��,�FRXOG�EH�ZURQJ�

2Q�WKH�IROORZLQJ�SDJHV�ZH�ZLOO�GLVFXVV�IUHTXHQW�SDWWHUQV�FRDFKHV�VWUXJJOH�ZLWK��D�KHOSIXO�
UHPHG\��DQG�GHHSHQLQJ�TXHVWLRQV�WR�SXW�WKH�UHPHG\�LQWR�SUDFWLFH��/HDUQLQJ�WR�KHDU�DQG�
UHFRJQL]H�WKH�SDWWHUQV��DQG�SUDFWLFLQJ�D�JHQHUDO�UHPHG\�LV�HDVLHU�WKDQ�OHDUQLQJ�D�ODUJH�
QXPEHU�RI�GHHSHQLQJ�TXHVWLRQV��,Q�DGGLWLRQ��D�ORQJ�OLVW�RI�GHHSHQLQJ�TXHVWLRQV�LV�RI�QR�
XVH�LI�D�FRDFK�GRHV�QRW�XQGHUVWDQG�WKH�LQWHQWLRQ�EHKLQG�D�GHHSHQLQJ�TXHVWLRQ�

Tips About Fundamental Coaching Concepts

7KHVH�¿UVW�VHYHQ�WLSV�DUH�DERXW�EDVLF�FRQFHSWV�WKDW�KHOS�VWUXFWXUH�RXU�FRDFKLQJ�F\FOH�DQG�
SURYLGH�UHIHUHQFH�SRLQWV�WR�QDYLJDWH�WKURXJK�WKH�FRQYHUVDWLRQ�

 1. The Steppingstones

$OZD\V�XVH�WKH�¿YH�TXHVWLRQV�RI�WKH�&RDFKLQJ�.DWD�DV�WKH\�DUH�WKH�6WHSSLQJVWRQHV�RI�D�
FRDFKLQJ�F\FOH��7KDW�PLJKW�EH�PRUH�LPSRUWDQW�WKDQ�DOZD\V�KDYLQJ�D�SHUIHFW�GHHSHQLQJ�
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TXHVWLRQ�DW�KDQG��,I�D�FRDFK�FDQ�QDYLJDWH�WKH�FRQYHUVDWLRQ�WKURXJK�WKH�¿YH�SKDVHV�WKDW�
DOUHDG\�SURYLGHV�EHQH¿WV��8VH�D�FDUG�ZLWK�WKH�&RDFKLQJ�.DWD�TXHVWLRQV�WR�UHDG�IURP�DQG�
WKH�5XOH�RI�7KXPE�WR�VWD\�RQ�WUDFN�

3$77(51��%HJLQQHU�FRDFKHV�VRPHWLPHV�JHW�ORVW�GXULQJ�D�FRDFKLQJ�F\FOH�DQG�VWDUW�KRS-
SLQJ�EHWZHHQ�WKH�¿YH�SKDVHV�RI�WKH�&RDFKLQJ�.DWD�

5(0('<��8VH�D�FDUG�ZLWK�WKH�&RDFKLQJ�.DWD�TXHVWLRQV�WR�UHDG�IURP�DQG�SXW�\RXU�WKXPE�
RQ�WKH�VWHSSLQJVWRQH�TXHVWLRQ�\RX�DVNHG�ODVW�

���6WDQG�RQ�5HG��:DON�RQ�*UHHQ

7KH�TXHVWLRQV�RI�WKH�&RDFKLQJ�.DWD�DUH�DOVR�OLNH�TXDOLW\�JDWHV��,I�RQH�RI�WKHP�KDV�QRW�
\HW�EHHQ�DQVZHUHG�SUHFLVHO\��GRQ¶W�PRYH�RQ�WR�WKH�QH[W�RQH��$VN�GHHSHQLQJ�TXHVWLRQV�WR�
FODULI\�¿UVW��:KHQHYHU�WKH�WKUHVKROG�RI�NQRZOHGJH�LV�UHDFKHG�E\�D�GHHSHQLQJ�TXHVWLRQ��LW�
LV�WLPH�WR�FRQGXFW�D�QH[W�VWHS�WR�¿QG�RXW�

3$77(51��%HJLQQHU�FRDFKHV�RIWHQ�WHQG�WR�JR�WR�TXLFNO\�WR�WKH�QH[W�SKDVH�RI�WKH�&RDFKLQJ�
Kata.

5(0('<��7KLQN�RI�WKH�VWHSSLQJVWRQH�TXHVWLRQV�RI�WKH�&RDFKLQJ�.DWD�DV�TXDOLW\�JDWHV��,I�
WKH�DQVZHU�LV�LPSUHFLVH��6WDQG�RQ�5HG�DQG�DVN�GHHSHQLQJ�TXHVWLRQV��2QFH�WKH�DQVZHU�LV�
SUHFLVH�HQRXJK��:DON�RQ�*UHHQ�WR�WKH�QH[W�SKDVH�

�)LJXUH������KHUH!
)LJXUH�������8VLQJ�WKH�&RDFKLQJ�.DWD�TXHVWLRQV�OLNH�4XDOLW\�*DWHV

)RU�D�UHIHUHQFH�WKLQN�OLNH�WKLV��
$�JRRG�FRDFKLQJ�F\FOH�GRHV�QRW�ORRS�EDFN��:H�FDQ�DFKLHYH�WKDW�E\�VWLFNLQJ�WR�6WDQG�RQ�
5HG�XQWLO�WKH�SKDVH�LV�JUHHQ��2I�FRXUVH��WKDW�LV�LGHDO��,I�ZH�IHHO�WKDW�WKDW�WKH�FRQYHUVDWLRQ�
LV�VSLQQLQJ�RU�JHWWLQJ�YHU\�LPSUHFLVH��ZH�PLJKW�KDYH�WR�MXPS�EDFN�WR�D�SUHYLRXV�SKDVH�
DQG�VKRXOG�GR�VR��6HH�*R�%DFN��+RZHYHU��DIWHU�WKH�FRDFKLQJ�F\FOH�WKDW�LV�D�JRRG�VWDUWLQJ�
SRLQW�IRU�RXU�UHÀHFWLRQ��:K\�GLG�,�KDYH�WR�MXPS�EDFN"�:KDW�GLG�,�PLVV�ZKHQ�ZH�¿UVW�ZHQW�
WKURXJK�WKH�SKDVH�ZH�KDG�WR�FRPH�EDFN�WR�ODWHU"�+RZ�FRXOG�,�KDYH�FRDFKHG�PRUH�SUH-
FLVHO\�WKH�¿UVW�WLPH"�,I�ZH�KDYH�WR�MXPS�EDFN�WR�WKH�VDPH�SKDVH�UHSHDWHGO\��ZH�FRXOG�DVN�D�
peer to observe as a 2nd Coach.
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Introductio


