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The purpose of this book is to introduce the concept of transformational coaching and to educate 
professional business coaches or mangers-as-coaches in their organizations on the influential and 
relevant elements of Transformational Coaching for Effective Leadership designed for coaching 
individuals, teams, and businesses or applying such elements in any level of organization 
development intervention, either toward individuals, teams, groups, departments, or the 
organization itself. 

Given the power and long-lasting influence of transformational coaching, it also could be 
beneficial to professionals in the _ elds of human resource development (HRD), workplace 
learning and performance (WLP), human performance enhancement (HPE), and, overall, in the 
domain of workforce education and development (WFED).

This book will start by reviewing the background and presence of transformational coaching 
in businesses and organizations, along with the general concepts, perceptions, and understanding 
of coaching. _ is book will examine the uses of transformational coaching in management and 
leadership development, human resource development for talent development and retention, and 
for developing managerial coaching skills and competencies. Additionally, this book will review 
the presence and use of transformational coaching concepts, theories, and practices, including 
transformational learning for human resources (HR) and HRD professionals to influence a 
workforce’s attitude, behavior, and productivity.

Features

◾ Builds individuals’ self-awareness, self-realization, and self-confidence
◾ Offers personal and professional development
◾ Teaches the concept of transformational learning and its use in transformational coaching
◾ Teaches rituals, skills, and strategies for individuals and teams to increase their productivity
◾ Offers an approach to building healthy and strong relationships with oneself and others
◾ Includes change management strategies for redirecting poor job performance
◾ Helps readers implement effective transformational coaching practices by offering many 

tools, such as forms, checklists, and worksheets
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Preface

Welcome to the Transformational Coaching for Effective Leadership: Implementing Sustainable 
Change Through Shifting Paradigms.

The concept of coaching has grown to be highly popular. Many individuals find themselves 
in a position that needs a helping hand; in their personal lives as managers, they find themselves 
thrust into the positions of offering advice to their people at work. In today’s professional coaching 
industry, there is a common understanding among the public that professional coaching is one 
process available for human development and enhanced learning that entails structured and inten-
tional interactions using proven models, methodologies, and strategies with tools and techniques 
to bring individuals, teams, and organizations to their desired outcomes. Transformational coach-
ing is one approach that assists individuals, teams, and organizations in inventing and implement-
ing sustainable changes.

It is fascinating when you learn of your mental capacity to shift your thinking by shifting your 
paradigm. It is proven that thinking is one of the crucial elements that distinguishes a human from 
other species on the planet. It affords you the ability to shift this thinking paradigm and redirect 
your power and capacity to convey your minds to new commitments and interests in life.

In all human interactions there are always two sides to the connection. Also, relationships 
are built with people, and organizations are formed by individuals who form teams, groups, and 
departments. Without self-aware, self-managing, motivated, and competent individuals, either 
as employees or managers, no organization will survive the ineffectiveness that causes insuffi-
cient performance and low productivity, and that ultimately forces an organization to close or 
face a high turnover. Transformational coaching can be a valuable part of implementing sustain-
able changes through processes of organization development interventions in individuals, teams, 
departments, and organizations.

In this book, we offer the application of transformational coaching from the perspectives of 
philosophy, psychology, sociology, ontology, mindfulness, and management, which touches on 
elements of learning theories, human learning development, plus varieties of methods, tools, and 
techniques that support the transformational coaches in their undertaking of providing coaching 
for their participants in all levels of personal or professional interventions.

The Purpose of the Book

This book offers comprehensive elements and methodologies, tools, and approaches to transfor-
mational coaching. While many approaches to coaching, in general, and transformational coach-
ing, in particular, could assist a coach in facilitating coaching for improvement, the authors of 
this book favor a mixture of proven methodologies and informative, theoretical, and conceptual 
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approaches to transformational coaching geared toward guiding and assisting participants iden-
tify the areas of ineffectiveness they need to improve in their personal and professional interac-
tions, including relationships, performance, and productivity.

The Target Audience for the Book

This book provides a comprehensive, detailed approach to implementing a transformational coach-
ing effort for professional coaches who either a) work as internal coaches for organizations’ human 
resources (HR) or human resource development (HRD) departments as internal change agents, or 
b) work as independent coaches and consultants providing their services as external change agents.

This book is written for those who seek to improve their self-awareness and increase the level 
of effectiveness in their relationships, performance, and productivity, in both personal and profes-
sional areas.

The Organization of the Book

This book is pedagogically oriented, providing theories and methodologies, providing practices 
and tools, and guiding individuals and teams to increase their performance and productivity. Its 
content is meant for transformational coaches, high-performance coaches, managers-as-coaches, 
or professional life coaches.

Examined in more detail, the book consists of a Preface to summarize the book, 
Acknowledgments to thank contributors, an Advance Organizer to help readers assess which 
chapters they may wish to focus on, and a summary of the Authors’ Biosketches.

The book is organized into six major parts. The first part sets the context and is titled Presence 
of Transformational Coaching, Concept and History. It comprises three chapters: Chapter 1, 
The World of Transformation; Chapter  2, Transformational Coaching Concept, History, 
Principles, and Use; and Chapter 3, Transformational Learning in Transformational Coaching.

The second part is called Application of Transformational Coaching in Elements of OD. It 
comprises three chapters: Chapter 4, Transformational Coaching and Organization Development; 
Chapter 5, Transformational Coaching and High Performance; and Chapter 6, Transformational 
Coaching and Talent Development.

The third part, Transformational Coaching Theories, Methodologies, and 
Transformational Coaches. It comprises four chapters: Chapter  7, Contributions to 
Implementation of Transformational Coaching; Chapter  8, Transformational Coaching 
Integration Model; Chapter  9, Transformational Coaching Methodologies; and Chapter  10, 
Transformational Coach.

The fourth part is called Transformational Coaching Structure, Communication, and 
Effectiveness. It comprises three chapters: Chapter 11, “Workable Structure for Transformational 
Coaching; Chapter 12, Effective Communication and Active Listening Caused by Transformational 
Coaching; and Chapter 13, Personal Effectiveness.

The fifth part is Developing Emotional Intelligence, Assertiveness, Resilience, and Power 
of Inquiry for Shifting Paradigms in Leadership. It comprises three chapters: Chapter  14, 
Emotional Intelligence Competencies and Effective Leadership Paradigm; Chapter 15, Developing 
Assertiveness and Resilience; and Chapter 16, Opening Powerful Inquiries.
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The sixth and final part of the book is called Assessment, Feedback, and Self-Evaluation. It 
comprises three chapters: Chapter 17, Assessment and Feedback; Chapter 18, How to Use What 
You Learned; and Chapter  19, Transformational Coaches’ Self-Reflection and Self-Evaluation 
through Self-Rating.

An Appendix reviews sources for education and implementations that will take readers to 
additional places that can broaden and deepen their understanding of transformational coaching.
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Advance Organizer

Complete the following Organizer before you read the book. Use it as a diagnostic tool to help 
you assess what you most want to know about transformational coaching—and where you can 
find it in this book fast.

The Organizer

Directions

Read each item in the following Organizer. Spend about ten minutes on the Organizer. Be honest! 
Think of transformational coaching as you would like to practice it for yourself and to contribute 
to others’ improvement in all aspects of life, personally and professionally. Then indicate what 
topics related to transformational coaching you would like to learn more about to develop yourself 
professionally. For each item in the center column, indicate Y (for Yes), N/A (for Not Applicable), 
or N (for No) in the left column in response to whether you would like to develop yourself. 
When you finish, score and interpret the results using the instructions appearing at the end of 
the Organizer. Then be prepared to share your responses with others you know to help you think 
about what you most want to learn about transformational coaching. To learn more about an item, 
refer to the number in the right column to find the chapter in which the subject is discussed.

I Would Like to Develop Myself To:

# Mark Your 
Answers

The Area of Knowledge, Understanding, and 
Development

Book Chapter in 
Which the Topic Is 

CoveredY N/A N

1 Understanding the concept transformational; 

what it is, how it works, and what is at work 

during the implementation of coaching.

One

2 Transformational coaching and its place in 

organization development and change 

intervention, including the concept, history, 

core principles, and ethics of transformational 

coaching.

Two

3 Principles and phases of transformative learning 

theory, plus its application in leadership 

development, including benefits and 

disadvantages.

Three

(Continued)
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I Would Like to Develop Myself To:

# Mark Your 
Answers

The Area of Knowledge, Understanding, and 
Development

Book Chapter in 
Which the Topic Is 

CoveredY N/A N

4 Relationship among transformational change and 

transformational coaching and organization 

development and application of 

transformational coaching in organization 

development.

Four

5 Distinguishing among performance, high 

performance, and a high-performance 

workplace (HPW), and the role of 

transformational coaching in achieving high 

performance.

Five

6 The role, use, and importance of 

transformational coaching for talent 

development.

Six

7 Brief explanations and descriptions of some of 

the most used theories, practices, and 

approaches by coaches who practice 

transformational coaching.

Seven

8 What is a coaching model? And what is the 

Transformational Coaching Integration Model?

Eight

9 The purpose of transformational coaching and 

participants’ expectations of transformational 

coaching, including what transformational 

coaches must offer.

Nine

10 Mindset, principles, knowledge, skills, and 

competencies of transformational coaches, 

including their presence and agility.

Ten

11 Transformational coaching structure and 

effectiveness in coaching engagement, rapport, 

and workability.

Eleven

12 Barriers to transformational coaching, and role of 

inner chatter, effective communication, and 

active listening in transformational coaching 

effectiveness.

Twelve

13 How we realize the way we relate to ourselves, to 

others, at work, and in the world we have 

created around us.

Thirteen

14 Defining emotional intelligence, paradigms, 

paradigm shifts, and the role of emotional 

intelligence in paradigm shifts and effective 

leadership.

Fourteen
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Scoring and Interpreting the Organizer

Give yourself 1 point for each Y and a 0 for each N or N/A listed in the Organizer. Total the points 
from the Y column and place the sum in the line opposite the word Total. Then interpret your 
score:

SCORE

16–14 points = Congratulations! This book is just what you need. Read the chapters you 
marked Y.

13–11 points = You have great skills in transformational coaching already, but you also have 
areas where you could develop professionally. Read those chapters marked Y.

10–8 points = You have skills in transformational coaching, but you could still benefit from 
building skills in selected areas.

7–0 points = You believe you need little development in transformational coaching. Ask oth-
ers—such as mentors—to see if they agree.

I Would Like to Develop Myself To:

# Mark Your 
Answers

The Area of Knowledge, Understanding, and 
Development

Book Chapter in 
Which the Topic Is 

CoveredY N/A N

15 What is assertiveness and assertive behavior? 

Developing assertiveness and resilience 

through transformational coaching.

Fifteen

16 Characteristics of empowering questions, how to 

ask empowering questions and turn inquiries to 

action plans.

Sixteen

17 The importance of assessment and feedback in 

transformational coaching, including steps in 

how to carry them out.

Seventeen

18 How can readers utilize what they learned, and 

where and with whom can they use what they 

learned?

Eighteen

19 Transformational coaches’ opportunity for 

self-reflection and self-evaluation through 

self-rating systems.

Nineteen

Total
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IPRESENCE OF 

TRANSFORMATIONAL 

COACHING, CONCEPT 

AND HISTORY

This book introduces transformational coaching (TC) and educates professional business coaches 
or managers-as-coaches in their undertaking of the process of transformational coaching with 
individuals, teams, groups, at any level of an organization development (OD) intervention. 
Therefore, to begin, the primary purpose of Part I is to educate readers on the concept and history 
of transformation, transformational coaching, and transformational learning.

Chapter 1. The World of Transformation

Chapter 1 covers the understanding of the concept transformational; what it is, how it works, and 
what is at work during the implementation of coaching.

Chapter 2. Transformational Coaching Concept, History, 
Principles, and Use

Chapter  2 discusses transformational coaching and its place in organization development and 
change intervention, including the concept, history, core principles, and ethics of transformational 
coaching.

Chapter 3. Transformational Learning in Transformational Coaching

Principles and phases of transformative learning theory, plus its application in leadership develop-
ment, including benefits and disadvantages of it, are covered in Chapter 3.
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Chapter 1

The World of Transformation

Behnam Bakhshandeh

Overview

The purpose of this book is to introduce the concept of transformational coaching (TC) and to edu-
cate professional business coaches or mangers-as-coaches in their organizations on the influential 
and relevant elements of Transformational Coaching for Effective Leadership designed for coaching 
individuals, teams, businesses or applying such elements in any level of organization development 
(OD) intervention, whether focused on individuals, teams, departments, or the organization itself.

Given the power and long-lasting influence of transformational coaching, it also could be ben-
eficial to professionals in human resource development (HRD), workplace learning and perfor-
mance (WLP), human performance enhancement (HPE) and, overall, in the domain of workforce 
education and development (WFED) and human resource management (HRM).

In the last two or three decades, there has been fast growth of individuals, groups, and orga-
nizational coaching in industries and coaching as an effective instrument to increase productivity 
and talent retention and decrease employee turnover. Understanding the concept of coaching and 
transformational coaching, what it is, how it works, and what is at work during the implementa-
tion of coaching will assist executives and business owners to know how transformational coach-
ing will help them and contribute to their professional growth.

This book will start by reviewing the background and presence of transformational coaching 
in organizations along with the general concepts of coaching. This book will examine the uses of 
transformational coaching in management and leadership development, human resource devel-
opment for talent development and retention, and for developing managerial coaching skills and 
competencies. Additionally, this book will review the use of transformational coaching concepts, 
theories, and practices, including transformational learning for HR and HRD professionals to 
influence the attitude, behavior, and productivity of an organization’s workforce.

To review transformational coaching and understand its models for affecting productivity and 
professional growth in all levels of management, business operations, individual and team perfor-
mance and general productivity, we shall start from the general understanding of transformation 
and its presence in human culture.

DOI: 10.4324/9781003304074-2
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This chapter will cover these distinctions:

 ◾ Definition of transformation
 ◾ Common metaphor for transformation
 ◾ Descriptions of personal transformation
 ◾ Essentials for personal transformation
 ◾ Different takes on transformation from:
 ◾ Philosophy
 ◾ Psychology
 ◾ Sociology
 ◾ Ontology
 ◾ Mindfulness
 ◾ Transformation and productivity

Some Definitions and Descriptions for Transformation

To ensure understanding and provide clarity of the main terminology (transformation) in this 
book, we underline several definitions and distinctions of transformation.

Transformation

According to Merriam-Webster (2020b), transformation can be defined in different categories, 
such as:

 ◾ The operation of changing (as by rotation or mapping) one configuration or expression 
into another under a mathematical rule especially: a change of variables or coordinates in 
which a function of new variables or coordinates is substituted for each original variable or 
coordinate

 ◾ The formula that affects a transformation

Noun

 ◾ A thorough or dramatic change in form or appearance
 ◾ A metamorphosis during the life cycle of an animal

Physics

 ◾ The induced or spontaneous change of one element into another by a nuclear process

Cambridge English Dictionary (2020) defines transformation as:

 ◾ A complete change in the appearance or character of something or someone, especially so 
that thing or person is improved (n.p.)

Dictionary.com (2022) defines transformation in several ways:
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Noun

 ◾ The act or process of transforming
 ◾ The state of being transformed
 ◾ Change in form, appearance, nature, or character

Theater

 ◾ A seemingly miraculous change in the appearance of scenery or actors because of the audience

Logic

 ◾ Also called  transform;  one of a set of algebraic formulas used to express the relations 
between elements, sets, etc., that form parts of a system

Mathematics

 ◾ The act, process, or result of transforming or mapping
 ◾ Function

Linguistics

 ◾ Transformational rule
 ◾ The process by which deep structures are converted into surface structures using transfor-

mational rules

Genetics

 ◾ Transferring genetic material from one cell to another resulting in a genetic change in the 
recipient cell

A Scientific Definition for Transformation

The genetic alteration of a bacteria cell by the introduction of DNA from another cell 
or from a virus. Plasmids, which contain extrachromosomal DNA, are used to trans-
form bacteria in recombinant DNA research.

(Dictionary.com 2022)

A Common Metaphor for Transformation

A common metaphor for transformation is that of a tiny, defenseless, not very attractive cat-
erpillar evolving into a beautiful butterfly that flies around, and that we all enjoy observing 
(see Figure 1.1). This is an example of possibilities for any individuals to transform themselves 
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from who they are in any moment to something else they desire or wish to be. However, such 
transformation is impossible without the commitment, motivation, hard work, and vision for 
the outcome. Ralph Waldo Emerson once said, “The mind once stretched by a new idea never 
returns to its original dimensions” (PSCA 2022). The purpose of this book is to explain and 
educate the readers on how they can use transformational coaching for effective leadership 
and management to provide opportunities for mindset, behavior, and attitude transformation 
for workers.

This possibility for transformation brings us to another essential element of transformation 
among the workforce: the transformation theory in the adult transformative learning theory, 
which is generally credited to Jack Mezirow. According to Antipas (2019), Mezirow (2009) offers 
the following description for transformative learning: “Learning that transforms problematic 
frames of reference to make them more inclusive, discriminating, reflective, open, and emotionally 
able to change” (22). We will expand on the concept of transformational learning and its related 
elements in Chapter 3 of this book.

Figure 1.1 Common Metaphor for Transformation. From an Egg to a Caterpillar, to a Cocoon 
and a Butterfly.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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Personal Transformation

The term personal transformation has been used by many coaching professionals or business and 
organization change consultants. It involves the personal effort to make major alterations into who 
individuals are for them to become the ideal people they desire to be. This personal transformation 
might include their looks, weight, hometown, acquiring new skills or profession, working on their 
relationships, or taking on life challenges such as finances or possible addictions (Bakhshandeh 
2009).

“Personal transformation is  a dynamic, uniquely individualized process of expanding con-
sciousness whereby individuals become critically aware of old and new self-views and choose to 
integrate these views into a new self-definition” (Wade 1998, n.p.).

Given that teams, groups, businesses, and organizations are made up of individuals, the effort 
to provide transformational coaching will be directly relevant to individuals at the first level of 
transformation, which is personal transformation. However, as we are working on using TC for 
effective leadership, this book will focus on how personal transformation will cause an increase in 
performance and eventually increase in productivity. Managers-as-coaches or any other manag-
ers providing leadership can learn the elements of transformational coaching so they can become 
more effective in their managerial duties and leadership qualities, working with individuals, 
teams, and departments on their communication, teamwork, ethics, leadership, performance, and 
productivity.

Essentials for Personal Transformation

For individuals interested in transforming themselves or any elements of their lives, either person-
ally or professionally, in such areas as health, relationships, productivity, performance, careers, 
addictions, damaging behavior, or unproductive mindset, there are several central requirements to 
make such a transformation. This way, the personal transformation has a much higher chance to 
succeed (Bakhshandeh 2015; Bakhshandeh 2009). See Table 1.1.

In all relationships (personal and professional), individuals are forming teams (as a couple), 
groups (as a family), businesses (family business), and organizations. Personal transformation is 
the first step and the key factor to a change in the personal and professional aspects of their lives 
(2015, 2009).

Different Takes on Transformation

In this part of Chapter 1, we look at meanings, definitions, descriptions, or applications of trans-
formation, including personal transformation and the use of different scientific and educational 
disciplines, such as philosophy, psychology, sociology, ontology, and mindfulness.

You might wonder what these fields of study have to do with management and effectiveness in 
working with employees? We would have to reply, everything! However, suppose we can educate 
ourselves about what transformation is; what personal transformation is; and how people learn, 
experience, and apply it. In that case, we can implement our coaching approach in much deeper 
ways and create a long-lasting positive effect on our coaches or employees. As you go through this 
segment, you will notice how these fields are related to achieving personal and group transforma-
tion, even in businesses and organizations.
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Philosophy and Transformation

Under any normal and expected circumstances, as individuals go through life, they get to know 
themselves as their bodies and their minds, thoughts, senses, emotions, feelings, and the elements of 
the life they live: their parents, siblings, relationships, and their histories, such as education, career, 
and their engagement with their communities and society. That is an expected process of someone’s 
life. That knowledge is an ordinary state of being human (The Diamond Approach Online 2021).

The dictionary definitions of transformation do not fit the description or meaning of trans-
formation in philosophy. Applying transformation in philosophy is not someone’s change in their 
form or physical dimensions, but an alteration in what they are experiencing, the possibilities of 
change in their functioning and individuality, which is their identity from the viewpoint of phi-
losophy (Welsh 2014). This concept of individual transformation can be used by management to 
raise awareness among their workforce to see possibilities of their altered mindset, which would 
affect their attitude and behavior.

Welsh (2014) draws a valuable distinction between the two variations of self.

Philosophies such as Nietzsche’s, Foucault’s, and Merleau-Ponty’s pull apart our easy ideas 
of the “self.” When considering a standard idea of self-mastery, I am split between the self 
who must obey and the self who orders. After all, I am not who I want to be, so this current 
self needs to change her behavior.

(496)

Anyone pursuing self-mastery who has the desire to become engaged in self-realization and self-
mastery can tell you that frequently the obeying self is not always ready or willing to follow others’ 
leads and orders (Welsh 2014). That is where the concept of personal transformation through 

Table 1.1 Essentials of Personal Transformation. Author’s Original Creation.

Essential for Personal Transformation

# Area Descriptions

1 Want to Change They must decide they are serious about the change and desire to 

change because they have seen the necessity of the change.

2 Have a Vision They must have a solid vision of their transformation. What is the 

final picture, the outcome of such transformation?

3 Request Support They must request and have their close circle of family and friends 

to support them and to keep them on the changing track. This 

support includes emotional, behavioral, or practical activities and 

can be extended to potential co-workers, supervisors, or 

managers in a professional setting.

4 Have External 
Accountability

They must have an external accountability partner. This partnership 

could have a personal coach or executive coach for personal 

issues or establishing a coaching and mentoring process with 

their managers-as-coaches for professional issues.

Source: Copyright 2022 by Behnam Bakhshandeh.
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personal development can see why and how they resist transformation, especially when it comes 
down upon them by their superiors or upper managers in businesses and organizations. But 
“transformation is profound, a fundamental change, altering the very nature of something” (Gass 
2012, n.p.).

Transformation and Individual Experiences

From the viewpoint of philosophy, when our body goes through a transformation process, either 
physically, mentally, or emotionally, we are experiencing something. These experiences are not like 
observing or hearing something, but they are experiences within you, some experience you feel 
internally, a subjective experience. These experiences include mind buzzing, a feeling of bodily 
discomfort, and some forms of mental or physical pain or sensation.

Two Types of Subjective Experiences:

 1. Individuals are in touch with their inner experiences in different ways. Not everyone experi-
ences the same thing when they are in touch within themselves. There is a whole world of 
individual experiences, such as visions, emotions, thoughts, notions, feelings, sensations, 
reactions, and so many other experiences. These mixed experiences would come from some-
one’s subjective experience.

 2. The other form of individual or subjective experience is controlled by our thoughts and emo-
tions when we are in a dominating state of mind, such as reacting to someone or something. 
These are experiences linked to patterns similar to our past experiences or something in our 
history. These experiences can be generated from our upbringing, our culture or group, gender, 
race, sexual orientation, or even political affiliations. These experiences also defined our indi-
vidual subjective experience, maybe in happiness, sadness, frustration, quietness, or reservation.

(The Diamond Approach Online 2021)

Figure 1.2 depicts how individuals going through a process of transformation (from the per-
spective of philosophy) are transforming their suffering to a mindset of freedom to be with them-
selves and accept who they are.

Figure 1.3 shows the differences between the theory of transformation and the practice of 
transformation. Someone who wants to go through a personal transformation to end their suffer-
ing and achieve their freedom to be with themselves, others, and life itself needs to link the theory 
to systematic practices that would guarantee the actual transformation.

Figure 1.2 From Suffering to Freedom to Be.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.



10 ◾ Transformational Coaching for Effective Leadership

Psychology and Transformation

In a general understanding, psychology views transformation, or personal transformation, as indi-
viduals altering themselves into the people they want to be and living the lives they wish to live. 
Many people have reported various positive experiences and changes they are crediting to their 
transformation—mentally, emotionally, and physically. For example, some people want to achieve 
the feeling of contentment, fulfillment, and peace of mind, while some would reach to transfor-
mation for more self-esteem, self-confidence, or self-regulation. Through the field of psychology 
and at the branch of positive psychology, people find valuable and practical tools and practices for 
accessing the personal transformation they are looking for.

The positive psychology approach characterizes a psychological viewpoint of transformation 
transferred away from emphasizing an individual’s pathology and dysfunction and more focused 
on the individual’s positive attributes, strengths, and behaviors that promote more of their thriv-
ing. According to Lindley and Brooke (2021), by employing a positive psychology approach to 
achieving personal transformation, we can get our efforts to focus on enhancing the good charac-
teristics of ourselves as a replacement for continuing to highlight what part of us needs to be fixed 
to become the best version of ourselves.

To become the best version of ourselves, we must literally cut off so many negative effects from 
our past lives past experiences and let go of many heavy weights we are carrying on our backs 
every day. We must cut off these negative experiences as much as possible for our transformation 
to occur and have a positive effect on our life experiences. “Traumatic experiences do not happen 
for a reason, but shifting your mindset to a growth mindset following adversity has worthwhile 
outcomes backed by positive psychology” (Lindley and Brooke 2021, n.p.).

Remove What Is Not You

It has been said that people asked Michelangelo, the Italian master artist, genius inventor, and 
Renaissance sculptor, about his timeless beauty, the sculpture of David. “How do you carve the 
David”? He replied, “David was there; I  just removed and cut off what was not David.” Using 
transformational coaching, managers would bring out the best of their employees and give a 

Figure 1.3 The transformation from Theory to Practice.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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chance for people to shine the best of themselves and thrive under positive and influential leader-
ship. This story is another metaphor for transformation.

Another application of positive psychology through the application of transformation for alter-
ing life’s biggest obstacles is what professional psychologists call benefit finding. In benefit finding, 
individuals facing hardship and difficulty identify the possible advantages or benefits that might 
arise from going through the difficult situation (Chiba et al. 2016). For example, based on a study 
conducted by Chiba et al. (2016) on 31 participants in Japan, “People dealing with mental illness 
were able to name numerous benefits from their experience including growth in relationships, 
personal growth, discovering values, better self-management, interest in mental health, and find-
ing new roles in society” (142).

Redirecting Emotions and Feelings

We cannot deny that people are relating to their emotions and feelings as a set of real events. 
According to Linley et al. (2011), in the domain of psychology, emotional representation is effi-
cient in changing personal experiences of horror, fear, and helplessness and transferring them into 
an opportunity for some oppositional growth. For example, emotional expression can be displayed 
in different forms, such as applying art, playing music, or writing. It is a common psychological 
phenomenon whereby people are accustomed to displaying their moods from either bad or good 
experiences. However, we should not expect people to be happy all of the time. We should be 
expecting to recuperate from the hardships and difficulties we are experiencing in life (Bisawas-
Dieber and Dean 2007).

Regarding the relationship between transformation and psychology and the impact of psy-
chology on personal transformation, Garbarino (2011) mentioned,

After many years of professional and personal struggle to know things about human nature, 
human behavior, and human development, I have come to the conclusion that there are not 
one but three principal paths to knowing: science and humanities, subjective human stud-
ies, and soul searching. A complete understanding of human life and the human condition 
requires all three.

(65)

We collect our psychological memories from so many aspects of our minds, imaginations, and 
bodily or sensory facets. Figure 1.4 represents some of the elements of our collective memories. 
These memories directly affect how we relate to others and the world and another decision-making 
process. Decisions we are making about these memories and experiences directly affect the process 
of personal transformation (Bakhshandeh 2015).

For almost the last eight decades, the general public has developed a notion for psychology 
as a single topic—that of working with mental illnesses, in which the science of psychology has 
advanced well. In addition, the field of psychology knows a good deal about how human mind-
related problems develop across someone’s life span by genetics, biochemistry, and psychological 
triggers (Seligman 2002).

Sociology and Transformation

Social change is a notion and theory that many people have taken for granted or are not aware of 
its impact on society and individuals. Yet, throughout the history of humanity and civilization, no 
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society has ever continued to be the same for a long period of time. Change and society’s transfor-
mation are always taking place.

“Social transformation refers to the process of change in institutionalized relationships, norms, 
values, and hierarchies over time” (Omondi 2018, n.p.). Social transformation is society’s changes 
due to alterations along with massive changes in science, technology, economic expansion, or even 
war or political disruptions. Social transformation affects people’s connections, communication, 
interactions, and elements of their lifestyle. Throughout social transformation, an individual goes 
from an attributed level to an accomplished level (Omondi 2018).

Transformation and Its Impact on Society

Sociologists describe social change as variations or alterations in individuals’ interactions and their 
relationships with others, transforming their cultural and social associations. These transforma-
tional changes take place over time, and mostly they have a profound and long-lasting outcome 

Figure 1.4 Elements of Building Psychological Memories.

Source: Adapted from Fisher et al. (2021); Bakhshandeh (2015).
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for society. To name a few, we can mention ending slavery, civil rights, desegregation of armed 
forces, women’s voting rights, no discrimination in employment, and LGBTQ rights. Because of 
these social transformations, individuals have transformed, relationships have altered, organiza-
tions have improved, and cultural norms have changed (Dunfey 2019).

Surrendering to an irresistible inner urging, one day, the caterpillar begins to shed its skin. 
Revealed within is the hard protective shell that becomes the creature’s home, prison and 
womb for the change to come. This initiates one of nature’s miracles—the transformation 
from an immobile chrysalis whose only defense is camouflage—to a breathtakingly beauti-
ful, winged aviator we call “butterfly.”

(Gass 2012, p. 1)

As we mentioned in the preceding segments, the butterfly metaphor is one of the most used 
and classic models for describing a transformation. Transformation as a process, and personal 
transformation, in particular, is a profound undertaking because it is a fundamental individual, 
societal, or organizational change. It means altering or modifying the whole nature of someone or 
something. A true transformational change could be mutually individual or in groups or societies, 
and is both fundamental and viable. When someone or something goes through a transformation, 
they or it rarely go back to the precise shape or form before the transformation (Dunfey 2019).

Many factors influence how society will form and how hand to hand it creates the environment 
for individuals to develop their experience. Figure 1.5 displays some of the factors that dominate 
the format of a society.

Figure 1.5 Factors that Dominated Format of Society.

Source: Adapted from Li et al. (2021).
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Ontology and Transformation

Merriam-Webster defines ontology as “A branch of metaphysics concerned with the nature and 
relations of being. Ontology deals with abstract entities. A particular theory about the nature of 
being or the kinds of things that have existence” (Merriam-Webster 2020a).

Oxford University Dictionary defines ontology as “A branch of philosophy that deals with the 
nature of existence” and “that shows the relationships between all the concepts and categories in a 
subject area” (Oxford University Dictionary 2020).

Wikipedia (2020) explains ontology as “the philosophical study of the nature of being, becom-
ing, existence, or reality, as well as the basic categories of being and their relations.” Customarily, 
ontology is recognized as part of philosophy and is identified as metaphysics, dealing with 
queries pertaining to “what entities exist or can be said to exist, and how such entities can be 
grouped, related within a hierarchy, and subdivided according to similarities and differences” 
(Wikipedia 2020).

In the analytic philosophy discipline, Contemporary Ontology primarily deals with queries about 
what things exist and what those things look, feel, and experience (Effingham 2013). Certain phi-
losophers, particularly the Platonic School philosophers, argue for the point that all nouns, even 
conceptual nouns, describe the existence of individuals. But some philosophers argue for the point 
that nouns do not constantly describe individuals or entities. For example, using “mind” as an 
alternative for referring to an individual describes an assortment of “mental occasions” which was 
or is experienced by an individual (Effingham 2013).

Who We Are Being Impacting How and What We Are Doing

We are human beings, but all we do is human doing most of the time. When we pay attention to 
how we are, we can see that regardless of our age, gender, nationality, race, culture, or upbringing, 
we are aware that when others have some upsetting situation or when they are happy, we can iden-
tify their state of being even if they are not speaking or explaining their situation. We can recog-
nize resentment, regret, unhappiness, and other ways of being in others. But we can also identify 
someone interested, engaged, committed, communicative, result-oriented, and capable to lead.

In the book Being and Nothingness, Jean-Paul Sartre, the French philosopher and ontologist, 
explained this phenomenon. “There is no being which is not the being of a certain mode of being, 
none which cannot be apprehended through the mode of being which manifests being and veils 
it at the same time” (Sartre 1943, 24–25). They need not do anything, yet we can recognize those 
characteristics in them (Bakhshandeh 2009).

State of being is what makes us all do what we do, or even feel what we feel. It makes us in-
terested in what we do, and it allows us to relate to others or take ourselves away from them! 
It makes us succeed or fail, and it makes us love or hate ourselves and others!

(22)

Being as a State of Mind

I am sure you have said, or you have heard people addressing or describing themselves say, I 
am committed, or I am a detail-oriented person, or even I am a happy person. In all these simple 
examples, they have described their state of Being without acknowledging the direct recognition of 
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their state of Mind, but what they are describing is who they are Being with their certain mindset, 
while they are Doing whatever they are doing, at home or at work (Bakhshandeh 2009). When 
we declare, I want to change, or I want to change something, we are pointing at wishing to alter the 
nature of something, or ourselves; therefore, we start Being creative. This creativity might manifest 
itself in changed appearance, location, behavior and attitude, or habits. Therefore, we start being 
creative about the transformation we would like to see; we become creative, even if we don’t know 
it! We think, plan, design, and even receive coaching (2009). “All creativity with that desire to 
have impact, and the ownership of that, desire everything. In that sense, conscious creativity, per-
haps more than requires an admission of a particular state of mind” (Bain 2015, 2).

Knowing Where We Are Emotionally

People experience their feelings and emotions differently; some individuals are more in tune with 
their feelings and emotions than others. According to professional psychologists, some individu-
als feel little emotion, while others are much in tune with their emotions, such as pain, tension, 
regrets or jealousy, and waves of anger. It is beneficial to know where we are with our emotions and 
what we are feeling while we are expressing such feelings. We shall know our experience with our 
bodies, hearts, feelings, minds, thoughts and images we allow in our mind and thoughts. These 
experiences allow us to know where we are emotionally (Van der Pol 2019).

The transformation of people’s patterns in thoughts, mind, and actions are directly related to 
their emotions and what they feel to allow for the acceptance of transformation. Whether they are 
feeling something or not feeling, an effective and proper thing to do is to let the whole experience 
be the way they are or not! The access to an ontological transformation is to let the experience be; 
that experience will not change and stays with the individuals’ minds, thoughts, and bodies. This 
is the way reality represents itself within us and displays itself, based on what we are experiencing 
as the reality at that moment, inside us (The Diamond Approach Online 2021).

Figure 1.6 Our Being Determine our Doing.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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Mindfulness and Transformation

Another powerful element of people’s personal transformation is to become mindful of their 
life and present. People cannot have an understanding and a deeper appreciation for their 
present experience when they are continually regretting or thinking about their experience 
or dreaming and planning for their future opportunities. The mindfulness process and prac-
tice illustrate and allow individuals to experience and learn of their experience in the present 
(Lindley 2021).

Some other benefits of mindfulness besides personal awareness are:

 ◾ Practicing mindfulness will give individuals a sense of connection to others (Aspy and 
Proeve 2017).

 ◾ Conducting a mindfulness meditation has shown improvements in individuals’ self-evaluation, 
increased sense of physical self, and perceptiveness (Perridge et al. 2017).

 ◾ Practicing mindfulness is related to one’s prosocial behavior and doing good deeds (Donald 
et al. 2019).

 ◾ Mindfulness meditation will decrease stress and increase mind and body well-being (Szekeres 
and Wertheim 2015).

Having Purpose and Directions

When people transform themselves into purposeful individuals, they are leading their lives more 
intentionally. They find more positive and uplifting meanings in their lives and for being alive. 
They regularly ponder on what they can provide for others and what they can contribute to the 
world around them, their community, their society, and the world (Bakhshandeh 2015).

People who practice purposefulness happen to be more inclined to succeed in what they do. 
They are passionate about goals and continue on their journey until they realize their objectives 
(Hill et al. 2016). People with purpose display their sincere commitment to particular life goals, 
personally or professionally. Their drive behind these goals is visible and present for people around 
them because they foster consistency in them. As Hill et al. (2016) mentioned, individuals com-
mitting to a certain purpose in their lives display more courage and build solid and positive char-
acteristics to accomplish their objectives. Diener et al. (2012) added that purposeful people are 
happier and are satisfied with who they are and how they live their lives.

Figure 1.7 displays elements of mindfulness that help individuals go through their personal 
transformation and create relationships with others around them.

Transformation and Productivity

Many people love to transform their procrastination to timeliness and discipline of time manage-
ment. They keep talking about how much they don’t like the way they fall behind their goals and 
want to be like people capable of constantly attaining their intentions and concentrating on their 
goals. Luckily, in this book and its chapters, we cover many theories, models, methods, and prac-
tical tools to apply the transformational coaching approach to transfer someone’s mindset from 
procrastination to goal-oriented and time-managing individuals who perform at a higher level and 
produce more simultaneously than they have spent before.
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A good indicator of an individual who is productive and constantly progresses in achieving 
their objectives is that they are practicing elements of personal transformation to realize their 
strengths and accept their weaknesses so they can understand the source of both and continue to 
work on improving their strengths and eliminating their weaknesses. As matter of fact, research 
has proven that people who recognize their strengths and use them to face life’s challenges expe-
rience superior well-being and feel more personal satisfaction while accomplishing their goals 
(Linley et al. 2010).

One reason people are casual about their goals and continue procrastinating after attaining 
these goals is that they are unrelated to their future; they have no vision of how they want to live 
their lives and what they will accomplish in this lifetime.

By having self-continuity and understanding of who we are and what we would like to accom-
plish or by having a steady sense of individuality far into our future, we can control our present 
experiences, control our feelings, manage our emotional reactions, and make the best decisions 
that will support the future we are designing (Bakhshandeh 2009). This is the process of using 
transformational coaching for creating and living our future now, not someday, when it is not hard 
but easy to do! Looking into their future would increase their productivity proactively (Blouin 
et al. 2017). Without this powerful connection to the future, it would be hard to arrange new 
strategies, plan the actions, avoid stalling, have productive time, and experience positive well-
being (2017).

During research conducted by Blouin et al. (2017), the researchers asked students to try viv-
idly imagining their future, taking time to imagine, writing notes about that future, and going 
to that future to design what it would be when they got there. They self-improved in their future 
schoolwork, displayed more self-endurance and became more empathetic, and ultimately less 

Figure 1.7 Elements of Mindfulness for Assisting Creation of Individual Transformation.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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procrastinating. This would be a great example of using powerful personal transformation ele-
ments to increase productivity.

The student participants were also taught mindfulness and how to capture their thoughts as 
simply thoughts, without adding or subtracting anything to them, and not relating their thoughts 
to necessary truths (Scent and Boes 2014). During such a process, students recognized that their 
procrastinations were merely an act of avoiding their undesirable thoughts and feelings and not 
necessarily avoiding the task itself. By the end, the students were determined to stop their procras-
tination by connecting to their motivations for accomplishing what they identified as their goals 
and using their values and principles to get there (2014).

Figure 1.8 shows us how paying attention and investing in personal transformation will pro-
duce much better and wider opportunities for individuals, teams, and organizations.

Something to Consider

We need to emphasize this point: In no shape or form, do this book and its authors suggest that 
managers or a managers-as-coaches need to understand the impact and role of philosophy, psy-
chology, ontology, sociology, mindfulness, and other body, mind, and spirit elements of personal 
growth and transformation. However, a little background and understanding of how these sci-
entific fields influence your employee’s mindset, behavior, and attitude are helpful to understand 
how to coach them to higher performance, better productivity, and more effective teamwork.

Key Takeaways

The following are important distinctions and key takeaways from this chapter. These are elements 
of this chapter to remember and use while delivering transformational coaching for individu-
als, teams, groups, or organizations. As you are reading these key elements, you will notice the 

Figure 1.8 Process of Opportunities and Abilities to Work on Personal Transformation.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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relevancy of these points to implementing transformational coaching and causing individual and 
group transformation, which will be discussed in other chapters of this book.

 1. To utilize the principles of transformation in our lives, we shall start by understanding that 
intending to prevent undesirable thoughts and uncomfortable feelings is a normal human 
psychology.

 2. Under any normal and expected circumstances, as individuals go through life, they get to 
know themselves as their body, mind, thoughts, senses, emotions, feelings, and the elements 
of the life they live.

 3. Individuals are in touch with their inner experiences in different ways. Not everyone experi-
ences the same things when they are in touch with themselves.

 4. Our thoughts and emotions control the individual or subjective experience when we are in 
a dominating state of mind, such as reactions to someone or something.

 5. Psychology views transformation as a process of individuals altering themselves into the 
person they want to be and living the life they wish to live.

 6. The access to an ontological transformation is to let the experience be; that experience will 
not change and stays with the individuals’ minds, thoughts, and bodies.

 7. People cannot have understanding and a deeper appreciation for their present experience 
when they are continually regretting or thinking about their past experiences or dreaming 
and planning for their future opportunities.

 8. When people transform themselves into purposeful individuals, they lead their lives more 
intentionally. They find more positive and uplifting meaning in their lives.

 9. A good indicator of individuals who are productive and constantly progress in achieving 
their objectives is that they are practicing elements of personal transformation to realize 
their strengths and accept their weaknesses.

Discussion Points and Coaching Questions

 1. Do you clearly understand transformation and personal transformation?
 2. What is your perception of personal transformation?
 3. Are you in touch with your common thoughts, feelings, and emotions arising from those 

thoughts and feelings?
 4. Have you recognized your strengths and weaknesses?
 5. As a manager, are you in tune with your employees’ overall feelings and emotions?
 6. As a manager, are you in touch with the general sense of work environment and interper-

sonal relationships among your people?
 7. As a manager, have you researched strengths and weaknesses among your teams or groups?
 8. What would you do differently to recognize your own state of being related to your thoughts, 

feelings, and emotions?
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Chapter 2

Transformational Coaching 
Concept, History, 
Principles, and Use

Behnam Bakhshandeh

Overview

In today’s coaching industry, the word transformation has become a trendy term in discus-
sions about business consulting, leadership development, and coaching approaches and models. 
However, when the terminology is used outside of its context and true meaning without restric-
tions, it often loses its true denotation and becomes a description of something different. A good 
example of such discrepancy is when the terminologies transformation and change are applied 
interchangeably (Van der Pol 2019; Bakhshandeh 2016).

The fact is that everyday people make personal and professional changes in their lives—the way 
they feel, the way they look, their actions, attitudes, behaviors, and ways of thinking—all the time. 
The individuals’ changes occur deliberately and purposefully when they take a course of action to 
learn more about themselves and to grow, to self-regulate their emotions, or to learn how to commu-
nicate effectively to have a more productive life, better relationships. This deliberate decision attempts 
to change, and the more they grow and learn, the more they will change. But are they transformed?

All transformations are considered a change, but not all changes are considered a transforma-
tion (Van der Pol 2019; Bakhshandeh 2016; Berto and Plebani 2015). This misunderstanding is 
becoming apparent in the coaching industry. Some coaches claim that their coaching style and 
approach is “transformational coaching” with no evidence or backing of what they do and how 
they are doing it to cause any transformation. They simply use their own definitions and discre-
tions of “transformation.” Promising to conduct a coaching process to produce results such as an 
increase in production, growth, and development or some increased effectiveness is not necessarily 
a transformation in someone’s life or business. These results are natural outcomes of any coaching, 
consulting, or training (2019; 2016; 2015).
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This chapter attempts to underline:

 ◾ The definition of transformational coaching
 ◾ Some definitions used during coaching in organization development (OD) interventions
 ◾ Transformational change in OD
 ◾ The concept of transformational coaching
 ◾ Use of transformational coaching in change interventions
 ◾ History, core principles, and ethics of transformational coaching
 ◾ The bases and principles of coach, client, and participant collaboration
 ◾ Transactional coaching versus transformational coaching
 ◾ Four levels of inquiry and engagement
 ◾ Transformational coaches’ strengths, skills, and competencies
 ◾ Core practical skills for processing transformational coaching
 ◾ How transformational coaching is distinct from life coaching

What Is Transformational Coaching?

Transformational coaching concentrates on empowering and facilitating  self-actualization. 
Its goal is to accomplish more than just “options-strategy-action” to accomplish inten-
tions and goals or how to improve at something like a performance, act, job, or behavior. 
Transformational coaching digs much deeper into a person’s psyche, concentrating on who 
that individual is being, and who that individual desires to become. Therefore, transforma-
tional coaching is an ontological approach to change because it is about being rather than 
doing, which this book will distinguish further in later chapters (Seale 2017; Seal 2011; 
Bakhshandeh 2009).

Usually, people become more open to transformation when they feel they have been 
genuinely understood, heard, and recognized for who they are and what they are offering. 
Paradoxically, when someone else suggests and tries to provide changing opportunity, most 
people resist and question the motive of the offering. Transformational coaching assists indi-
viduals in accessing and understanding who they are while witnessing the changing pro-
cess and becoming present to the impact of their transformation. Transformation practically 
always entails a personal alteration in one’s pattern of thinking and behavior (Lasley et al. 
2015).

Transformational coaching has further developed into a comprehensive method of coach-
ing, from a plain and simple “performance-focused” tool conventionally used as an approach by 
“humanistic” and “psychological” focus coaching to an approach in which the whole individuals’ 
mindsets and behaviors are considered, versus an approach that just pays attention to their visible 
attitude and behavior (2017; 2011; 2009). “It is a reflective way of coaching that aims to explore 
the coachees’ cognitive, emotional, sensory and relational patterns in order to create a complete 
understanding of their perspectives on the world” (Van der Pol 2019, 18). The individuals’ per-
sonal awareness unlocks greater transformative shifts in their mindsets and views of the world 
around them (personally and professionally) and breaks down the negative outlines and patterns 
or opinions and beliefs about themselves and others around them that had held them back and 
influenced their relationships at home, at work, or in society. This breakthrough in the mindset 
impacts individual performance during individual, group, or organization-level OD interventions 
(2017; 2011; 2009).
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Transformational Coaching for Change

This chapter will introduce the concept of transformational coaching and its uses in change inter-
ventions management and leadership development, the influence of transformational coaching 
on productivity and employee attitudes, and the use of transformational coaching by workforce 
education professionals during OD interventions.

It is becoming clear for OD, human resource development (HRD), and workforce education 
and development (WFED) professionals that professional coaching, including transformational 
coaching, can be a powerful and effective vehicle to positively affect workforce education, self-
awareness, and productivity. This book can bring forth the importance of the transformational 
coaching approach for educational and learning professionals to see the wisdom of learning more 
about transformational coaching, its approaches, and its methods so they can influence their 
employees’ attitudes and behaviors, thus producing long-lasting results, regardless of their posi-
tions. The speed at which coaching is spreading through businesses and organizations is evidence 
of how important it is to know more about all types of coaching, understanding its dynamics and 
how to use it to empower the organization’s vision and commitments. Given the directions that 
professional coaching is being used by organizations, the importance of using it is becoming more 
evident for OD, HRD, and WFED professional communities.

Before we get to where we can use transformational coaching in any change interventions, 
we are presenting a brief history of transformational coaching, its core principles, and its ethical 
standards.

History and Background of Transformational Coaching

The concept of coaching is a relatively young approach, so there is not much recorded history about 
coaching. However, progressive coaching is developing its place among professionals in the fields of 
management, business, organization development, human resource development, and more.

Transformational coaching, per se, takes its origins from a variety of disciples and schools of 
thought. As we mentioned in Chapter 1, transformation can be linked to some old fields such as 
philosophy and ontology, and it also connects to newer fields such as psychology, sociology, and 
mindfulness. During the last four or five decades, transformational coaching has been used in man-
agement coaching and business growth for affecting a workforce’s mindset, attitudes, and behavior 
to cause increasing productivity and enhance human performance. As Animas (2018) underlines, 
transformational coaching keeps valuable lessons and proven methodology of old-school coaching 
techniques and models while adding the wisdom of ages from relevant fields and adding newer 
and deeper insights and approaches. This powerful combination can only serve the participants 
to develop deeper interactions and become much more effective and impactful. Transformational 
coaching brings something extraordinary and powerful to the coaching relationship because it uses 
all the approaches to understand the human mind and actions from past learning opportunities and 
links them for participants to a more substantial degree (Lasley et al. 2015).

The Focus and Methodologies

The transformational coaching approach focuses on empowering participants to shift and trans-
form the way they think and feel, which directly affects the way they are experiencing events and 
incidents, and therefore transforming the way they act (Cox et al. 2010). This approach to coaching 
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is only available through the experiences of developed professional transformational coaches with 
extensive experience and reputations in illustrating developments in philosophy (human mindset, 
choices, and experience), psychology (behavioral science and what humans do with their experi-
ence), and ontology (the nature of being). In addition, coaches’ understanding of the human mind 
and mindfulness (where one’s mind goes when experiencing) can guide participants to manage 
their mindsets and allow for alteration of their behavior. The transformation of one’s mind will 
arise at the moment they could recognize the discrepancy between what they know to be real (in 
their mind as their perceived reality) and what is happening (the actual reality) with them and 
around them due to their existing mindset (Lasley et al. 2015; Bakhshandeh 2009).

Central Principle

The central principle of transformational coaching concerns recognizing and utilizing someone’s 
current mindset or perceived reality and then employing what it takes to facilitate a real change, 
a desired change that is sustainable. This transformation displays not only good intentions or 
temporarily improved behavior (Lasley et al. 2015; Bakhshandeh 2009). This implies that a trans-
formational coach can work with individuals or groups on a much deeper and more rigorous level. 
The results of the transformational coaching approach can only materialize on a background of a 
solid trust between both ends; support by each end; and a safe, secure, confidential, and nonjudg-
mental environment (Cox et al. 2010).

The transformational coaches standing in the middle of possible change is one of the biggest 
elements of a successful transformational coach’s undertaking. It takes courage from the coach’s 
side to talk about challenging and altering individuals’, employees’, teams’, or groups’ mindsets, 
behavior, or just status quo. It takes a masterful mindset and stand to stay present and focus in 
unpleasant and challenging moments dealing with strangers and inviting them to change their 
entire mindsets about life or performance and productivity. The solid place to stand for a transfor-
mational coach is in their belief that this approach could be one of the greatest changes that could 
transpire for those individuals or groups; believing that the transformation process is not just alter-
ing some process but is changing someone’s way of being, their view of themselves of others, and 
ultimately their view of the world around them (Bakhshandeh 2009).

The Fundamentals and Notions

The fundamentals of transformational coaching are based on a holistic approach to human dignity 
and freedom; it is developed on the bases of principles of a partnership between (see Figure 2.1):

 1. The nature of humans,
 2. Freedom to be, and
 3. The process of transformational coaching.

These fundamental beliefs are supported by creating a powerful background for the coaches’ and 
participants’ workable relationship by:

 1. Establishing relationships based on trust, respect, and ground rules
 2. Setting up channels for effective communication
 3. Willingness to be open, vulnerable, and authentic
 4. Welcoming intrusive coaching and inquiry
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Figure 2.1 The Fundamentals and Notions of Transformational Coaching.

Source: Adapted from Lasley et al. (2015); Cox et al. (2010); Bakhshandeh (2009).

 5. Taking personal responsibility
 6. Telling the truth without blaming others

Our fundamental beliefs about participants and the coaching process infuse our facial expressions 
and body language and determine our personal energy while providing transformational coaching 
(Lasley et al. 2015, Cox et al. 2010; Bakhshandeh 2009).

The Core Values and Principles

The core values of transformational coaching will assist coaches and participants in generating the 
receptacle for a powerful and productive relationship with minimum resistance. The coaches can 
share these core values with their participants or clients in advance to establish an authentic and 
trusting connection. Please see Table 2.1.

The Foundation for Coach, Client, and Participants Collaboration

As we have underlined earlier, transformational coaching is established on core values that provide 
a range of supportive principles for leading both coach and participants to generate the most effec-
tive partnership.

Who Is the Client?

In the context of coaching, the client could be the sponsor for the coaching project. The 
sponsor could be an organization or an organization’s senior leadership, such as the president, 
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Table 2.1 The Core Values of Transformational Coaching.

Core Values and Principles of Transformational Coaching

# Values Descriptions At the Field

1 Practice 
Integrity

The backbone of 

effective 

transformational 

coaching is the 

integrity in 

process, with the 

coach and the 

participants.

Without integrity, nothing will work. This powerful 

distinction influences every part of our day-to-day 

lives and what we are doing. To change our lives, 

we must start practicing integrity in all aspects of 

what we do, personally and professionally. The 

effectiveness of transformational coaching 

depends on the level of integrity that the coach 

and participants bring to the process.

2 Being Whole There is nothing 

lacking with 

people; they are 

whole the way 

they are and 

concurrently 

develop a deeper 

experience of 

themselves and 

their lives.

Transformational coaching is not for fixing 

something with people, but for providing access 

for them to see their potential and practice their 

choices and own their state of being in the matter 

of their own lives. The world usually focuses on 

what’s wrong with people or what needs to 

change or improve, which comes with 

assessments and perceptions of people’s 

brokenness. Relating to people as whole moves 

the concept of broken to relatedness and respect, 

which would allow for establishing the foundation 

of partnership between the coach and 

participants.

3 Honoring 
Diversity

The 

transformational 

coaching process 

will go much 

deeper by 

honoring 

people’s diversity 

of experience.

Transformational coaching is honoring people’s 

diverse experiences, including their feelings and 

emotions about what they have gone through and 

what they experience during the process of 

coaching. The process allows for participants to 

embrace the breadth of their life experiences 

generated from their past, their family, their 

culture, and every other experience that might be 

in their way for transforming themselves and 

accessing deeper self-awareness.

4 Responsibility We are free when 

we take 

responsibility for 

the way we have 

reacted to all 

upsetting events 

in our lives.

In the transformational coaching process, the 

coach invites participants to take responsibility for 

how they have reacted and responded to 

upsetting situations in their lives. Not as the 

creator of the upsetting situation, but as the ones 

who took the route they took. When we are 

responsible, we show our willingness to own 

every thought we have and own up to every action 

we take; good or bad, right or wrong, happy or 

sad, enough or not enough.
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Core Values and Principles of Transformational Coaching

# Values Descriptions At the Field

5 Accountability To get what we 

want in life, we 

must make 

promises and 

declare our 

intentions.

Our power and dignity are built on the background 

of our promises to ourselves and others. People 

do not clearly understand how much their actions 

impact the world around them. Any action, broken 

promise, and everything we say will influence our 

relationship with others.

6 Creativity People are 

fundamental, 

creative, 

intelligent, and 

resourceful.

They are trusting that participants are creative, 

intelligent, and resourceful enough to find their 

ways through the transformation process. This 

place for a transformational coach to stand allows 

expansion of self-inquiry, curiosity, and emerging 

participation, connecting them to new insights, 

realizations, and actions.

7 Authenticity Authenticity 

allows for 

complete 

self-expression 

and freedom to 

be with whoever 

is there to face.

What will lead people to become authentic is a 

combination of having the integrity and courage 

to own what they have done and who they have 

been in the face of life’s upsetting situation, then 

become responsible for what we have done and 

face the reality of how we have done it. That is 

where people are giving up on learning about 

themselves when they think owning one’s results 

admits guilt. It is becoming real, and that is 

powerful.

8 Freedom of 
Expression

People have 

complete 

freedom to 

respond and 

express 

themselves 

appropriately.

Coaches are freeing themselves from judgment by 

allowing participants to express themselves freely 

and share their experiences, circumstances, 

shortcomings, and even expectations. Coaches 

shall not take responsibility for how the 

participants feel and how they express 

themselves. By coaches accepting what 

participants’ feelings are, they allow for natural 

transformation of such experience by the 

participants and allow for their experience of 

humility and honor by their coach.

9 Having Choices People always 

have choices. 

They have a 

variety of choices 

in their wants 

and needs.

Participants can choose any actions, and anyway 

they want to approach their issues at work or in 

their personal lives. Coaches shall not interfere 

with the participants’ choices of actions or 

reactions in any shape or form. The coaches’ place 

is to remind participants about being responsible 

for possible consequences of their choices. The 

participants will be free when they own the 

outcome of their choices.

(Continued)
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Core Values and Principles of Transformational Coaching

# Values Descriptions At the Field

10 Looking for 
Opportunities

Looking for 

opportunities is 

a true expression 

of growth and 

development.

When participants are free of the restraints that 

their experience has on them, and when they 

understand the consequences of their choices 

and own the outcome of where they are, they may 

select opportunities for what is next for them.

11 Be Open to 
Possibilities

There are so many 

more 

possibilities for 

each person on 

any day of their 

lives.

The beauty of the transformational coaching 

process is in the mystery of the outcomes. 

Nobody can plan what might come out of this 

process, neither the coaches nor the participants 

can imagine in advance what might happen and 

what they might get out of the process. However, 

anything and everything is possible when people 

are open to transformation and do not resist 

change in their mindset and perception of reality.

Source: The content of this table is from the book Anatomy of Upset; Restoring Harmony 
(Bakhshandeh 2015) and is used with express permission from Behnam Bakhshandeh 
and Primeco Education, Inc.

CEO, or COO. Sometimes, the client/sponsor also is the participant or one in a team or 
group. If there are clients/sponsors, they are the ones responsible for providing the logistics 
and paying the bill. Their involvement in the process of transformational coaching will be 
limited to their ideas of potential issues or their desired outcome for the coaching undertak-
ing. The coach will be in touch regularly during the implementation of transformational 
coaching and provide a progress report, ask for feedback, or deliver feedback. Therefore the 
relationship between the coach and the sponsor is essential to the successful progress of trans-
formational coaching.

Who Are the Participants?

Participants could be an individual, a couple of individuals with some issues, a team, a group, a 
department, or the whole organization. The categories of potential participants for an OD inter-
vention are presented in Table  2.3. Transformational coaching applies on an individual level, 
which would cause a personal transformation, and a team or organization level, which would cause 
a team, department, or organization transformation. Later on in this chapter, we have defined the 
levels of interventions and some definitions of related distinctions.

Who Is the Coach?

The coach could be a professional transformational coach as an outsider coming in as a hired 
professional. Sometimes this coach has internal individual training to deliver transformational 
coaching and is part of the HR or HRD department.

Table 2.2 displays the foundation for collaboration between the coach, participants, and the 
client as the sponsor for the transformational coaching process.

Table 2.1 (Continued)
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Figure 2.2 Collaboration and Partnership Between Client/Sponsor, Coaches and Participant(s).

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.

Table 2.2 The Foundation of Coach, Client and Participant Collaboration. Author’s 
Original Creation.

The Foundation of Coach, Client and Participant(s) Collaboration

# Principles Descriptions

1 Established 
Coalition

The first tier of the coaching coalition is between the coach and client/

sponsor to understand the issue(s) from the client’s viewpoint. The 

second tier is the coach and participant(s) relationship. All three corners 

of this coalition (client, coach & participant) are vital in its success 

process of transformational coaching.

2 Partnership in 
Approach

The coach will be in partnership with the client for evaluating related issues 

and situations at hand. In this partnership, the client could learn from the 

coach’s thinking processes and establish a trusting relationship with the 

coach to resolve the organization’s issues and as a resource in organizations’ 

or departments’ strategic planning and designing collaborative work.

3 Learning, 
Actions, & 
Practices

A successful transformational coaching process depends on everyone’s 

thinking, learning, planning actions, and implementing practices. The 

level of implementation and practices might differ from client to 

participant, but everyone needs to go through some learning and 

practices, even sometimes the coach.

4 Active 
Engagement

For best results of the transformational coaching outcomes, everyone 

(client, coach, and participants) needs to be actively engaged, be open 

and willing to be proactively involved when learning, and implement the 

change process.

(Continued)
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The Foundation of Coach, Client and Participant(s) Collaboration

# Principles Descriptions

5 Critical 
Thinking

Everyone involved in the transformational coaching process needs to 

learn and practice the critical thinking process and use it in their 

decision-making activities. Critical thinking is essential to conducting an 

effective inquiry.

6 Application of 
Models & 
Methods

The coach will use proven coaching models and tested methods to 

construct the coaching sessions and facilitate conversations and 

inquiries that will generate learning opportunities and produce results 

for the participant(s).

7 Intended 
Outcomes & 
Pathway

The coaches must be wary of the collective outcomes discussed by the 

clients and have their eyes on the progress at intervals. This way, the 

coach is paying attention to the pathway and progress of the coaching 

and how the process is positively affecting participants and the sponsor’s 

needed outcomes.

8 Goal Setting The coach will assist the participants in designing their individual, team, 

or departments’ goals and setting up an action plan to achieve them. The 

goal-setting process is the platform that provides the coaching process 

its strategic attention.

9 Being Present The transformational coach needs to be present, observe, and know 

where to participate at every process level. Coaches’ ability to be present 

to themselves and their participants is correlated to their level of 

mindfulness, clarity, and certainty.

10 Self-
Awareness

Coaches need to be self-aware of their own mindset, attitude, and 

behavior. This awareness will allow them to understand and have 

compassion for their participants’ mindsets, attitudes, and behaviors. In 

addition, this awareness will allow for more effective interactions and 

interventions.

Source: Copyright 2022 by Behnam Bakhshandeh.

Table 2.2 (Continued)

Potential Use of Transformational Coaching in OD Interventions

As indicated, this book looks at the use and impact of transformational coaching for the educa-
tion and development of effective managers and their potential use during their change efforts in 
different levels of OD change intervention, especially individual, group, and organization levels.

OD professionals often specialize by the level of change. According to Rothwell et al. (2016), 
there are eight levels of organization change, which also define specialized professional OD prac-
titioners involved with the change intervention (see Table 2.3).

Some Definitions and Descriptions of OD Terminologies

It is essential to understand and provide clarity of the main OD terminologies in this book and to 
underline several definitions and distinctions:
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Table 2.3 Levels of Change Effort and Levels of OD Interventions.

Levels of Change Effort and Levels of OD Interventions

Levels Categories Change Efforts

First Individual Individual-Based Change Efforts. Need a change 

among individuals.

Second Dyadic or Triadic Dyadic and Triadic-Based Change Efforts. Need a 

change among two or three people.

Third Team or Group Team-Based Change Efforts. Need a change for the 

improvement of teams or groups.

Fourth Department or Division Departmental or Divisional Change Efforts. Need a 

change in a department or division within the 

organization.

Fifth Organization Organizational Change. Need a change in the 

organization.

Sixth Industry or Community Industry or Community-Based Change. Need for a 

major change or improvement in an industry or a 

community; also known as community 

development.

Seventh National National Change. Need for a nation’s citizens to 

feel proud and positive about their country and to 

work cohesively for their nation’s common goals.

Eighth International or Global International or Global Change. Need for a change 

on the international level among all nations.

Source: Adapted from Rothwell et al. (2016).

Organization Development

Many professional scholars and practitioners have several definitions and explanations for organi-
zation development (OD). In this segment, we display two such definitions:

Rothwell (2015) gives us a clear definition of organization development:

OD is usually known to mean bottom-up change effort focused on improving employees’ 
interpersonal relationships. OD usually involves internal or external consultants to facilitate 
the change process. These consultants apply the practical aspects of psychology, sociology, 
anthropology, and political science to organizational challenges.

(9)

Cummings and Worley (2015) define OD as:

Organization Development is a system-wide application and transfer of behavioral science 
knowledge to the planned development, improvement, and reinforcement of the strategies, 
structures, and processes that lead to organization effectiveness.

(2)
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Change Intervention

This author would define change intervention as a systematic, nonlinear approach to educating, 
empowering, and directing an organization and its members to increase productivity, efficiency, 
and effectiveness while decreasing human resources (HR) issues and turnover, through the imple-
mentation of behavioral sciences such as psychology, ontology, and sociology (Bakhshandeh 2009). 
Change intervention provides space for organizations to transform their culture and management 
approaches. Implementing transformational coaching as an approach for organizational change 
could improve the organization’s sustainability, modify its organizational structure in a positive 
way, and assist them in inventing a positive work environment to keep their staff and customers 
satisfied. OD and change intervention processes are vehicles for organizational transformation, 
building a whole new vision for the organization and its teams (Burke 2018; Rothwell et al. 2017; 
Rothwell et al. 2016).

Individual Intervention

Individual intervention is the first level of organization development (OD) intervention and 
change effort. On this level of intervention, the focus is on improving the organization’s tasks’ 
execution and performance by engaging in individuals’ skills development, self-awareness, and 
change in behaviors and attitudes to become more effective and productive, individually, in teams, 
with the organization’s success in mind. This is the level on which transformational coaching 
would have the biggest impact. Individual-level intervention is one of the most used interventions 
by organizations, because individuals have the most influence and impact on making or break-
ing organizations. Some of the individual interventions are in recruiting new employees, training 
and developing of employees, replacement/displacement of employees, and providing coaching or 
mentoring for employees (Burke 2018; Rothwell 2015).

Group and Team Intervention

Team building could be defined as a variety of activities implemented to improve relationships 
among team members and classify functions and responsibilities within the team, which most 
of the time encompasses cooperative tasks. Team building differs from team training, which 
is intended to develop and enhance the workforce’s effectiveness and productivity more readily 
than interpersonal relationships among team members. According to Rothwell et  al. (2021), 
team-building change intervention is one of the most popular types of organization develop-
ment change intervention among organizations. Professional organization development practi-
tioners and consultants consider the interpersonal relationships among team members to be a 
vital element of a team-building process that needs close attention, given that team cohesiveness 
and closeness are critical to the success of this level of change (Rothwell et al. 2017; Rothwell 
et  al. 2016). According to Feldman (2018), team building is a collaborative process between 
organizations and individuals. It is almost a continuous process with no established ending. 
Feldman (2018) added: “Besides the work of finding the right people to join the team, there 
is the work of building relationships, engendering trust, and setting an agenda that is built on 
a mission, vision, core values, and a strategic plan” (87). This level is also very impactful for 
implementing transformational coaching. I don’t think there is anyone out there who would 
deny that the well-being of organizations is directly linked to the performance and productivity 
of individuals and teams.
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Organizational Intervention

Organizational interventions  are coordinated, and structured change effort programs resolve a 
problem in an organization, hence empowering an organization to achieve the goal for such desired 
change, either at an individual, team, or organization level. These intervention change approaches 
and activities are intended to improve an organization’s functioning and enable many individuals, 
such as managers, supervisors, and team leaders to manage their departments and teams in a more 
effective way, such as sources by the organization culture including the organization’s vision and 
mission statements and values. These organization interventions range from knowledge, skills, 
abilities (KAS), performance, process, motivation, technology, evaluations, career development, 
talent retention, and many more elements of organization development (Rothwell et  al. 2021; 
Rothwell et al. 2016; Cummings and Worley 2015).

Change Agent

According to many professional OD practitioners, the change agent oversees the change interven-
tion process. This position could be a facilitator, coach, internal or external consultant, or trainer 
who will conduct the actual designed change intervention processes, such as workshops, seminars, 
activities, or training, to deliver the outcomes of the change intervention (Burke 2018; Rothwell 
et al. 2017; Rothwell et al. 2016). For this book, the change agent will be managers or a manager-
as-coach responsible for developing their teams and departments.

Transformational Change in OD

Even though we are all changing regularly, we are not transforming each time we are changing 
something about ourselves. Van der Pol (2019) defined transformation as “a thorough or dramatic 
change in form or character—a metamorphosis, of sorts” (5). Under normal circumstances, indi-
viduals rarely experience any real transformations. Most likely, any comprehensive or dramatic 
transformation phase could be counted on one hand. But these are occasions of human transfor-
mation, which would help to explain and define what transformational coaching is (Van der Pol 
2019; Bakhshandeh 2009).

It would be appropriate to look into what the term transformation means in OD. As much as 
transformation is a challenging and relatively difficult undertaking, it is also possibly a rewarding 
endeavor for the organization and for its leaders. Transformation level change intervention holds 
the highest possibility of causing breakthrough results for an organization by causing a thoughtful 
and deep shift in a leader’s worldview. Organization leaders would realize that the organization 
would not operate, function, or produce what the future world market demands. They would 
realize that their organization, including themselves, must undergo a major and radical change to 
shift their views, attitudes, and behaviors to meet the conditions and requirements for competing 
in a fast-changing marketplace and its fierce competition. It begins with the overt recognition that 
the status quo must change (Rothwell et al. 2016).

The initial challenge when conducting a transformational OD change intervention is that it is 
generally uncertain and unknown by the future’s nature. It is apparent to the management team and 
to the OD practitioner that something needs to give, change, and transform; something else needs 
to get done, something very different from its present direction; however, it is not clear what needs to 
change (2016). Even though all OD professionals know that the first thing to do is the full organization 
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diagnosis, no one will know completely what that entails going through such a diagnosis process. 
Therefore, in all three cases of a) the future state design and b) the procedures and processes to figure it 
out and, c) the implementation is often developing and emerging as the process occurs (2016).

Rothwell et al. (2016) underlined this phenomenon, stating that “Things are discovered along 
the way that could never have been known without first launching the journey. No plan stays in place 
for long. Through responding quickly to what shows up, clarity emerges” (65). Given this expected 
uncertainty, the transformational change process is nonlinear by nature, with the frequent course 
and directional corrections and modifications. These constraints are something that organization 
leaders are not comfortable with, especially middle management and employees who are waiting for 
directions and a clear plan of action (Rothwell et al. 2016; Cummings and Worley 2015).

Transactional Coaching versus Transformational Coaching

To clarify and understand transformational coaching, this section highlights a major difference 
among transactional and transformational coaching approaches using the following fundamental 
premise.

Transactional Coaching

Transactional coaching is standing on the assumption that an individual will discover what they want to 
know about themselves and move ahead in meaningful directions centered on their current existing way of 
being. Nothing should be investigated or shifted at an individuals’ states of being for them to attain their 
desired outcomes in life (Cox et al. 2014). Transactional coaching can also be defined as a discussion (or 
transaction) among coaches and their coachees to define a goal or intentions. Here, the coaches’ positions 
in the discussion will listen and raise questions to assist the coachees in obtaining clarity on their goals and 
intentions. After gaining such clarity, they can investigate new ideas, develop new perceptions, build new 
options, create new strategies, and develop an action plan that would forward their attention and goals 
(Egan 2013). “It is often conducted in a more systemized or process-driven way with change happening 
primarily through cognitive thinking and action—by ‘thinking and doing differently.’ Because of this, it 
can be perceived as a relatively impersonal approach” (Van der Pol 2019, 14).

One of the main differences of transactional coaching compared to transformational coaching 
is that in transactional coaching, there is a minimized need or requirement to dig into what trans-
formational coaching calls the coaches’ “internal operating system” (Cox et al. 2014). According 
to Egan (2013), the internal operating system is a multidimensional and complex mind system 
including many aspects of human mental processes such as beliefs, assumptions, mental models, 
meanings on life aspects, self-identity, and our conscious and unconscious states of mind. Van der 
Pol (2019) attempts to simplify the role of transactional coaching:

To use a computer analogy, transactional coaching is focused on upgrades to our operating 
system that enable us to be more effective at what we are trying to achieve; it is not concerned 
with understanding the nature of the operating system itself or with any redesign of it.

(15)

However, the concept of self-awareness, as the key element and heart of all coaching approaches, 
nonetheless is critical to transactional coaching and to transformational coaching and to any per-
sonal growth that transpires regardless of the issues or goal-driven stages. This idea will explain 
and define the concept of self-awareness in more detail in subsequent sections.
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As the remaining fact, the process of transactional coaching will proceed with the coach 
or coachee not wanting to go deeper into potentially painful experiences and raw emotions or 
reconnoitering past trials that shape the coachee’s existing experiences that affect potential future 
events. The transactional coaching approach will not look into profoundly kept beliefs and values, 
regardless of how limiting they could be in producing transformational results in one’s mindset, 
attitude, and behaviors (Effingham 2013; Bakhshandeh 2009). “Transactional coaching remains 
on the surface of our human existence” (Van der Pol 2019, 15).

Transformational Coaching

But transformational coaching stands on the assumption and principle that for uncovering what 
is needed to produce transformation, the coachees need to not only expand their mindset but also 
to shift their way of being, which provides the higher order of thoughts, new and empowering per-
ceptions, and energizes their states of actions (Schmitt et al. 2016). Transformational coaching 
concentrates on empowering one’s self-actualization. Transformational coaching goes beyond 
the “options-strategy-action” process, which assists the coachees in accomplishing their goals or 
providing clarity or making them improve something. In addition, it works with individuals to 
dive much deeper into their human psyche, concentrating on discovering who these individu-
als are being, who they desire to become, and getting what they want to accomplish in much 
more effective ways. This approach transforms the transformational to an ontological style of 
coaching, given it is working on being part of the individual instead of what they are doing. This 
awareness underscores a crucial distinction of the fundamental principles between the transfor-
mational and the transactional coaching methods (Seale 2017; Seale 2011; Bakhshandeh 2009). 
“The great transformational coaching question is, therefore, Who do you choose to be?  and 
what makes this process transformational is learning and doing what it takes to grow into 
the embodiment of that choice in being” (Van der Pol 2019, 19).

To be clear, in a transformational coaching undertaking, coachees are still bringing their personal 
issues; their goals, objectives, ideas, and dreams to the table, as does the transactional coaching process; 
however, in transformational coaching, both coach and coachee are mindful that those mentioned 
interests function as the framework and context  for a much deeper dive within themselves, not as 
the end game. It is a journey of self-realization and discovery to understand their being (Egan 2013; 
Bakhshandeh 2009). As Van der Pol (2019) stated, “The becoming process is the transformational path, 
and the end game is the embodiment of higher than realized levels of existence” (19).

For a better understanding of these two models and styles of coaching, see Table 2.4, a side-
by-side comparison of transactional and transformational coaching.

Table 2.4 Elements of Transactional Coaching versus Transformational Coaching.

Type of Coaching Transactional Transformational

Focusing on Do Differently Be Different

Characteristics Pushes Doing Drives Being

Centers around issues Finds one’s essences

Propels around results Digs into one’s dark and light sides

It is action-oriented Illustrates the individual’s inner operational 

system

Works on the surface Works deeper than the surface

(Continued)
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Type of Coaching Transactional Transformational

Intentions Discovers new ways to 

distinguish the issue

Explores new ways of being

Thinks about your actions Discovers ways to exemplify new ways of being

Acts relative to an issue Acts on resolving an issue based on the new 

way of being

Assumption Individual’s current way 

of being is adequate to 

create the preferred 

outcomes

Individual’s new or shifted way of being 

creates the preferred outcomes

Sources: Adapted from Van der Pol (2019); Bakhshandeh (2009).

Table 2.4 (Continued)

Four Levels of Inquiry and Engagement

According to Seale (2011), there are four levels of awareness that people are engaging with their 
experiences. Table 2.5 displays how these levels of engagement are linked to transactional and 
transformational coaching approaches and sourced by the state of doing and being:

Table 2.5 Level of Participants’ Inquiry Engagement in Transactional and 
Transformational Coaching.

Levels of Participant’s Inquiry Engagement in Transactional & Transformational Coaching

Type of Coaching Focus on Levels Examples of Typical Inquiries

Transactional Doing Drama • Something is wrong!

• Whose fault is this?

• Who is there to blame for this?

• This should not be this way.

• Can you believe this happened?

• Why does this always happen?

Situation • How can we fix this?

• How fast can we fix it?

• How can we afford the fixing?

• How can we prevent it from happening?

• What needs to change here?

Transformational Being Choice • Who do I choose to be in this situation?

• How do I relate to this situation?

• Nothing is wrong!

• I am responsible

• What is right?

• What is working here?

Opportunity • What is the opportunity here?

• What do I want to happen?

• What is possible after this?

• What was the lesson learned here?

• What needs to alter and transform?

Sources: Adapted from Bakhshandeh (2015) and Seale (2010).
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Transformational Coaches’ Strengths, Skills, and Competencies

In terms of coaching others, coaches need to have confidence in their ability to see through the issues 
and have skills and competencies to keep the coachees focused on them, not just what appears to be 
an issue, but also the sources that caused it to show up in the coachees’ lives or work environments. 
Regardless of the type of coaching, personal or professional, or integrating coaching with other 
methods of work, transformative coaching is about bringing vitality, zest, and creativity into indi-
viduals’ lives and recognizing personal and professional potentials. The following are some of the key 
skills and competencies of a transformational coach by Bakhshandeh (2009, 2015).

Compassion

Having and practicing compassion is one of the main elements of any successful coach to know 
that the coachees are where they are and what they are facing, knowing they are experiencing 
pain, suffering, or ineffectiveness. Make sure they get present to what happened in their lives and 
understand that it is insignificant compared to what is happening to their inner selves.

Patience

Along with being compassionate, having patience with others is a helpful addition to empower-
ing the coachees to go through spaces of self-awareness and self-realization without being pushed 
through it. They should know that not everyone works at the same speed of uncovering their 
personalities, behaviors, and attitudes.

Creating Safe Space

Transformational coaches create and hold a safe environment that allows the coachees to feel safe 
and open up, using silence as a way for the coachees’ greater self-examination and reflections.

Challenging

The coaches will ask relevant questions that might be challenging and difficult for the coachees but 
provoke change through speaking about the unspoken. Skilled transformational coaches will not 
back down from uncomfortable situations with their coachees because they believe transformation 
will arise from being confronted and becoming uncomfortable.

Keen Listening

Coaches should stand for their coachees’ greatness and excellence without allowing pettiness 
to creep into listening to and viewing the situation. Coaches should make sure that the way 
they relate to their coachees does not become one of the thousands of reasons they come up 
with for why they cannot do or have what they want. A skilled coach is conscious and aware 
of what is being said and what remains unsaid and still lingers in the background and engages 
the coachee.

Deep Observation

Coaches should closely observe and identify the coachees’ core beliefs, interpretations, and thought 
process patterns that give existence to mindsets, behaviors, and attitudes with a direct effect on the 
quality of the coachees’ life experiences at home or at work.
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Personal Responsibility

Coaches should also stand for the coachees to take responsibility for their choices. The source of 
suffering is often either to avoid making choices or not being committed to the choices they made. 
They should take a good, long look at themselves and what they don’t want to be responsible for!

Reality versus Interpretations

Coaches should point them toward what is real and what is made up. They should know when 
they are responsible for their actions and the totality of their lives; then the outcomes, circum-
stances, and conditions will not determine or affect the quality of their lives.

Constructive Feedback

The coaches should give constructive feedback, reflect on what is being said, what is being observed, 
and what is being discovered, and share important information with the coachees from what the 
coaches have heard, seen, and felt in the session to open new possibilities for the coachees.

Core Practical Skills for Processing  
the Transformational Coaching

To achieve the maximum benefits of transformational coaching, coaches need to move from a 
transactive mode and model involved mainly with their technical skills to a transformative model, 
primarily concentrating on shifting individuals’ and group perspectives, interpretations, overall 
views of themselves and others, their values, principles, and a sense of purpose. Several core skills 
assist coaches in moving from being transactional coaches, dedicated to building skill and impart-
ing coachees’ knowledge, to becoming transformational coaches, concentrating on uncovering 
patterns and fluctuating coachees’ perspectives (Bakhshandeh 2009; Cashman 2003). The follow-
ing are three coaching processes required for such a shift in approaches to support their coaches.

Building Awareness

For transformational coaches to help their coachees, they need to build awareness, which involves 
certain disciplines developed by the coaches to act as an expert and find approaches that will 
strengthen their coaching relationship with the coachees. Suppose the coaches are not aware of 
this key factor. There, they will impose their existing awareness onto the coachees versus develop-
ing the awareness of the coachees from the inside out. Building this vital awareness entails open-
ness to assist the coachees in sorting out their own existing and present reality by themselves, for 
themselves, and imagine and develop alternative future possibilities for their lives (2009; 2003). 
Cashman (2003) underlined this important state of mind from the coach’s part:

To build awareness with people you coach, stay out of expert or fix-it mode questions to 
help people sort out their situation, be courageous enough to discuss the undiscussable, 
speak directly but with concern, help others explore their intentions, and uncover and align 
with what is meaningful and important to them.

(11)
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Building Commitment

Having awareness is an important concept; however, awareness without an emotional engage-
ment and a strong commitment results in entertaining an empty promise to ourselves and others. 
Many love to exercise, but when their hearts are not into it, they act as if they are forced to do it. 
Others affirm that their religious or spiritual lives are important to them, but they rarely reflect 
the tenets of their beliefs in their lives. They lie, cheat, and are hypocrites (Bakhshandeh 2009). 
Building awareness is a good start, but it’s not enough to guide the coachees through their feelings 
and emotions to build a solid commitment and feel it. Unfortunately trauma is a fantastic teacher 
for people facing a lack of dedication to their expressed commitments. Lying in a hospital bed 
after a heart attack, giving into unhealthy eating habits, or not exercising can help them see the 
consequences of their behaviors against their commitments in no uncertain terms (2009; 2003).

Coaches must assist coachees in visualizing and foreseeing the potential positive and negative 
outcomes by displaying what they will possibly gain or lose. The cost of their actions compared with 
the payoff of their process, if they remain on their current path, will be helpful to develop a new com-
mitment to alter their actions (2009; 2003). The transformation will commence when the coachees’ 
emotions profoundly register because of convincing reasons to implement changes and stop the 
potentially detrimental behaviors. To build commitment with the coachees, the coaches must assist 
individuals in sorting out the consequences of their mindsets, actions, attitudes, and behaviors, 
which will allow the coaches’ commitment to catalyze the coachees’ commitment (2009; 2003).

Build Practices

It is clear that there is no transformation at any level of coaching without designing and imple-
menting practices. Coachees will develop a “new awareness” into their behavior, a new under-
standing that will replace their past understanding of themselves and situations.

People can learn of negative aspects of their lives at both personal or professional levels and 
commit themselves to noble and worthy goals to alter that behavior, but without designing and 
implementing new practices to put the new and empowering awareness to work, it will be like 
turning on a lamp and then immediately closing their eyes—nothing new, nothing transformed 
(Bakhshandeh 2009). As Cashman (2003) pointed out,

Beginning practice makes the possible probable; advanced, enduring practice makes the 
possible real. Practices involve the consistent repetition of new behaviors that transform 
our lives. Exercise is a practice to build health. Meditation is a practice to unfold our 
spiritual life.

(12)

Coachees’ reflections on how their interpersonal interactions have affected their relationships 
develop their effectiveness with others in the home and at work. Not allowing fears or limiting 
views to interrupt their commitments and goals are examples of lifelong practices that help them 
to move forward when the distractive easier way or less painful and lazier way shows its ugly face 
and locks them and holds them back by limiting their belief systems (2009, 2003).

Transformational coaching illustrates the coachees’ potential onto the possibilities of high personal 
and professional performance by building awareness, commitments, and new practices in living and 
leading. True accomplishment and success are achieved when we grow, change, or alter our behaviors 
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and practices. As this author has always said, expecting to become a success without having a structure 
and plan to follow is like trying to build a high-rise without a well-planned, well-designed, and well-
built solid foundation; the building is at the mercy of circumstances. Sooner or later, the building will 
collapse; it is not a question of if; it is a question of when! The fact is, in the physical universe, the only 
thing individuals can manage is what they are doing at this exact moment and follow through with 
their plan to the end; when they look back, they have built a future (Bakhshandeh 2009).

How Transformational Coaching Is Distinct from Life Coaching

Traditional life coaching and transformational coaching share similar qualities, such as conduct-
ing an open questioning and concentrating on the coachee for answers; however, some significant 
differences also exist between them.

Traditional life coaches concentrate on the coachees’ goals and objectives, working with the coachees 
collaboratively to discover possible ways to achieve such goals and objectives. The life coaches work with 
the coachees’ blockers that would preclude successful progression and ultimately create a realistic and 
reasonable action plan to help the coachees reach their desired outcomes (Effingham 2013).

A transformational coach may well start with the goal-setting process and a perception of the 
ultimate outcome; however, the work and undertaking proceed differently. In extensive terms, in 
the transformational coaching approach, a coach explores and engages the coachees’ view of self, 
others, and the world around them and their relationships to such perspectives. This approach 
could include looking at the current set of beliefs, assumptions, values, resentments, regrets, 
upsets, and the language used for expressing their views of such worlds around them, and the 
stories and drama formed in their lives and how these stories and interpretations affect their lives, 
personally and professionally (Bakhshandeh 2015; Effingham 2013; Bakhshandeh 2009).

Key Takeaways

The followings are the main takeaways from this chapter:

 1. The definition and distinctions of transformational coaching and personal transformation
 2. Transformational coaching background, principles, values, and fundamentals
 3. Transformational coaching as instrumental in the application of organization development 

interventions
 4. The result of transformational coaching dependent on collaboration and partnership among 

the coach, the client or sponsor, and the participant(s)
 5. The differences between transactional coaching and transformational coaching
 6. Transformational coaches strengths, skills, and competencies
 7. Core practical skills for processing transformational coaching

Discussion Points and Coaching Questions

 1. How confident are you in your ability to conduct a transformational coaching process? 
What do you think is missing to develop the ability?
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 2. Do you understand the differences between transactional coaching and transformational 
coaching?

 3. How do you rate yourself from zero to ten, zero being the lowest and ten being the highest 
on your transformational coach’s strengths, skills, and competencies?

 4. What is your plan of action to develop yourself as a skillful and competent transformational 
coach?
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Chapter 3

Transformational Learning in 
Transformational Coaching

Sohel M. Imroz

Overview

Jack Mezirow (1994) defined transformational learning as “constructivist, an orientation which 
holds that the way learners interpret and reinterpret their sense experience is, central to making 
meaning and hence learning” (222). Transformational learning causes a shift in an individual’s 
perspective and involves a change in the way learners perceive things and acquire new information 
(Kolagani 2019). With business and workplace, transformational learning can bring a range of 
different benefits to employees who desire to succeed in their field. Transformational learning can 
be applied to workplace mentoring and coaching, social learning groups, personalized learning 
and development paths, micro-learning modules for self-study, scenario-based gamified learning 
solutions, and job shadowing (Boney 2018). Transformational learning can help individuals to be 
more critical, autonomous, and ultimately responsible.

This chapter attempts to underline:

 ◾ Jack Mezirow’s transformative learning theory
 ◾ Phases of transformational learning
 ◾ Benefits and disadvantages of transformational learning
 ◾ Application of transformational learning in leadership development
 ◾ Transformational learning examples
 ◾ How to use transformational learning in transformational coaching
 ◾ Transformational learning practices
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Jack Mezirow’s Transformative Learning Theory

The transformative learning theory (TLT) was first introduced by Jack Mezirow in 1978. It is based 
on the concept that personal experience is an integral part of the learning process (Mezirow 1978). 
The transformational learning process starts as learners get new information, evaluate the informa-
tion through critical reflection based on their past ideas and understanding, and, as a result, shift their 
worldview. According to Valamis Group (2021), transformative learning theory involves four general 
principles. First, TLC has two basic focuses: instrumental learning and communicative learning 
(Mezirow 1997). Instrumental learning focuses on task-oriented problem solving and involves iden-
tifying and evaluating cause-and-effect relationships of events or situations (Valamis Group 2021). 
Communicative learning focuses on how individuals acquire communicative skills and learn how to 
express their needs, wishes, feelings, and emotions (Mezirow 1997). Second, learning in transforma-
tional theory involves a change in perspectives and meaning structures (Mezirow 1997). Perspectives 
structure can be described as the predispositions and assumptions that shape an individual’s expecta-
tions, while meaning structure refers to the concepts, beliefs, judgments, and feelings of individuals 
that shape interpretation of information (Valamis Group 2021). Third, individuals can understand 
or change the meaning structure of a content, process, or premise using self-reflection, self-directed 
learning, and critical theory (Teaching  & Education 2020). Last, transformational learning can 
involve individuals critiquing their assumptions, learning new schemes or structures, transforming 
perspectives, or elaborating meaning to existing plans or programs (Teaching & Education 2020).

The fundamental components of transformative learning theory that facilitate the learning 
and transformation of adults in the business environment are centrality of experience, critical 
reflection, and rational/reflective discourse (Taylor 1998). The following section briefly elaborates 
on these components.

 ◾ Centrality of experience: According to Mezirow (1995), the starting point and subject mat-
ter of transformational learning is the learners’ experience. Taylor (1998) described experi-
ences as socially constructed, therefore, they can be deconstructed and acted upon. Examples 
of learners’ experiences may entail “what people do, what they believe in, what they can put 
up with, the way they react to certain situations, what they would be willing to suffer for, and 
moreover, their desires, perspective, dream, and faith” (Valamis Group 2021, para. Centrality 
of Experience). Learners’ experience provides the gist of the second theme of transformational 
learning—critical reflection (Taylor 1998).

 ◾ Critical reflection: Individuals need to think critically about their experiences to trans-
form their perspective or meaning (Valamis Group 2021). According to Mezirow (1990, 13), 
“by far the most significant learning experiences in adulthood involve critical [reflection]— 
reassessing the way we have posed problems and reassessing our own orientation to per-
ceiving, knowing, believing, feeling and acting.” Critical reflection involves critiquing the 
justifications and validity of the presuppositions and assumptions that are the foundation 
of our beliefs (Mezirow 1990). Critical reflection facilitates transformational learning by 
enhancing self-awareness and promoting a deeper level of self-understanding.

 ◾ Rational/reflective discourse: Mezirow (1990) stated that individuals need a rational or reflec-
tive discourse with others for a successful transformational process. Reflective discourse requires 
that individuals discuss their perspectives, assumptions, or experiences with others in a rational 
manner to pinpoint any biases, prejudices, or personal concerns (Mezirow 1995). Thus, reflective 
discourse helps individuals building consensus and arriving at the most sound judgment regard-
ing an assumption, understanding, thought, or belief (Valamis Group 2021).
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Phases of Transformational Learning

Mezirow (1991) described ten phases of personal transformation: disorienting dilemma, self-
examination of assumptions, critical assessment, recognition of shared experiences, exploration 
of new roles and actions, planning a course of action, acquisition of knowledge, trying new roles, 
building confidence, and reintegration (Brinson 2021). The following section briefly describes 
these phases (see Figure 3.1):

 ◾ Disorienting dilemma: A disorienting dilemma occurs when an event, a situation, or a life 
crisis causes individuals to call into question their existing values, understandings, assump-
tions, thoughts, or beliefs (Taylor 2000). Mezirow (1991) described disorienting dilemmas 
as acute internal or external personal crises. Events such as death, divorce, loss of employ-
ment, bankruptcy, and so on, are few examples. A  transformational learning experience 
often begins with a disorienting dilemma. Although such a dilemma can be uncomfort-
able or challenging for learners, it is the catalyst of the transformational learning journey 
(Teaching & Education 2020).

Figure 3.1 Ten Phases of Transformational Learning.

Source: Brinson (2021); Mezirow (1991).
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 ◾ Self-examination of assumptions: After experiencing a disorienting dilemma, learn-
ers do a self-examination or self-reflection of their values, understandings, assumptions, 
thoughts, or beliefs—often based on their past experiences. The self-examination or self-
reflection is often accompanied with a feeling of anger, fear, guilt, or shame (Roberts 
2006). This phase helps the learners realize that their present perspective of the values, 
assumptions, and so on, may not be the only plausible one (Teaching & Education 2020). 
For learners, self-examination or self-reflection can lead to significant personal transfor-
mation (Mezirow 1997).

 ◾ Critical assessment of assumptions: In this phase of transformational learning, learners 
take a more comprehensive look at their values, understandings, assumptions, thoughts, 
or beliefs; review them critically; and check for their validity (Teaching  & Education 
2020). After a closer look, learners may realize that perhaps some of their past assumptions, 
thoughts, or beliefs were wrong. Therefore, they may become more open to new or alterna-
tive information, understandings, or thoughts. The openness creates a transformation of 
perspective. As the learners get to critically assess their assumptions and realize their true 
validity, the chances of them accepting new and alternative information and understanding 
increase (Kolagani 2019).

 ◾ Recognition of shared experiences: Shared experiences are a powerful learning tool 
because they bring learners together and enhance each learner’s individual experience 
(Kramer 2022). Sharing an experience with others also makes the experience more enjoy-
able, memorable, and even intense. A shared experience is “seeing, hearing, or doing the 
same thing as someone else” (Kramer 2022, para. What are shared experiences?). The prac-
tice of sharing makes learners understand when others are in need and gives them a sense of 
responsibility. When learners share their experiences, it shows they care, and it facilitates the 
transformational learning process.

 ◾ Exploration of new roles and actions: In the next phase of transformational learning pro-
cess, learners seek roles and actions compatible with their new or alternative assumptions, 
understandings, thoughts, or beliefs. They also create deeper relationships with other learn-
ers in completing tasks compatible with the new ideas and understandings (Valamis Group 
2021; Brinson 2021).

 ◾ Planning a course of action: With an understanding of how their past assumptions, under-
standings, thoughts, or beliefs may have been wrong, and after having a perspective trans-
formation, learners in this phase can plan a course of action toward the new insights, ideas, 
and understandings (Teaching & Education 2020). It is noteworthy that the course of action 
may not happen immediately, since learners may need to overcome “situational, emotional, 
and informational constraints that may require new learning experiences to move forward” 
(Mezirow 2012, 87).

 ◾ Acquisition of knowledge: The next phase in the transformational learning process for 
the learners is acquisition of knowledge, skills, and abilities to carry out their new course of 
action. Learners may have to learn new things, consider different points of view, and imple-
ment different behaviors to further enrich their learning. These may take extensive work 
and effort, but this is where the actual learning takes place and better results are achieved 
(Teaching & Education 2020).

 ◾ Trying new roles: In this phase of transformational learning, learners put their new knowl-
edge, skills, and abilities to the test by actively applying them (Brinson 2021). This allows 
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learners to take advantage of experiential learning—getting hands-on, learning by doing, 
and reflecting on the experience (Teaching & Education 2020).

 ◾ Building confidence: As learners try new roles, gain new experiences, and make their own 
decisions, they should build greater self-awareness and self-efficacy—confidence and beliefs 
about their capabilities to produce desired levels of performance. Learners with substantial 
self-efficacy are more likely to “approach difficult tasks as challenges to be mastered rather 
than as threats to be avoided” (Bandura 1994, 71). As learners advance through the trans-
formational learning phases, it is important for them to build confidence in their beliefs 
and understanding, and to continue to practice this transformational cycle (Teaching & 
Education 2020).

 ◾ Reintegration: In this last phase of the transformational learning process, learners get used 
to their new self and emerge back into their lives with fresh perspectives, ideas, understand-
ings, and beliefs (Brinson 2021).

Summarizing Transformational Learning Phases

Depending on the learner and situation, some of the aforementioned phases may be more domi-
nant than others. Therefore, it is possible to summarize these ten phases into three core stages 
(Brinson 2021):

 1. All transformations will start with dilemma or crisis. The dilemma or crisis spurs learners’ 
realization that a transformation is needed.

 2. Learners follow up the dilemma or crisis with reflection and examination of their perspec-
tives, assumptions, values, and beliefs. Reflecting and examining can often lead the learners 
to challenge their existing perspectives. This core stage is about figuring out what transfor-
mation might look like.

 3. The later stages of the transformation are about adopting and acting upon new perspec-
tives. Learners discover what they need to learn and do to accomplish the new perspectives  
and make the transformation. Last, learners adopt new behaviors reflecting the  
transformation.

Benefits and Disadvantages of Transformational Learning

Two of the greatest benefits of transformational learning are higher retention of learning 
and greater appreciation of knowledge (Harrington-Atkinson 2021). Upon completing 
the ten phases of transformational learning, learners remember the new information and 
apply it to new situations. Transformational learning also promotes higher levels of critical 
thinking skills (e.g., analyzing, evaluating, and creating) and personal development—when 
learners know more about themselves and their interests and work toward achieving them  
(Atieno 2018).

On the negative side, transformational learning may not be an appropriate option for all 
learning situations and would be ineffective for relationships, emotions, or feelings (Harrington-
Atkinson 2021). According to Harrington-Atkinson (2021), the repeated questioning-reflection 
process could be detrimental for the emotional well-being of some learners causing them to ques-
tion the truthfulness of even the most basic of thoughts.
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Application of Transformational Learning 
in Leadership Development

Leadership development is a set of activities that improves the skills, capabilities, and con-
fidence of current and future leaders and prepares them to perform effectively in their roles 
(Gartner 2022). According to Gartner (2022), leadership development activities generally 
enable leaders to improve their skills and capabilities in the areas of decision making, project 
management, strategy, network building, team building and management, innovation, and 
coaching/developing others. Today’s organizational leaders play an ever-increasing impor-
tant role in creating a workplace environment and culture where employees feel valued and 
appreciated for being themselves and for their talent (Fisher-Yoshida et al. 2005). This sense 
of appreciation increases employee engagement and creativity (2005). A “sense of self and 
authentic connection to others” (2005, 562)—which includes caring, being there, listening, 
willingness to help, and ability to understand others—is the foundation of today’s successful 
organizational leaders (2005).

Brown and Posner (2001) advocated using transformational learning concept and practices 
(e.g., critical self-reflection, meaning making, creating learning mindset, experimentation, etc.) in 
leadership development to reach the leaders at a personal and emotional level. According to Brown 
and Posner (2001, 279), “Transformational learning theory can be used to assess, strengthen, and 
create leadership development programs that develop transformational leaders.” Fisher-Yoshida 
et al. (2005) shared these examples of transformational learning interventions to develop leader-
ship capabilities:

 ◾ Experiencing a multifaceted self: The purpose of these interventions is for the lead-
ers to better perceive and understand their abilities, traits, preferences, and personalities. 
Leadership development programs commonly use psychological tests (e.g., Myers–Briggs 
Type Indicator), tests for leadership type (e.g., Multifactor Leadership Questionnaire), 
360-degree feedback, and so on, to carry out these interventions.

 ◾ Creating learning partnerships: Leadership development programs often create a partner-
ship between two colleagues or between a mentor and a mentee in the same organization to 
share knowledge and expertise. These interventions help leaders develop meaningful inter-
actions with others by creating a relationship mutually responsive and empathic (2005). 
To create an effective learning partnership, partners should set ground rules for working 
together, share personal insights, set mutually agreed goals and objectives, and jointly come 
up with action plans. Learning partnerships allow all partners to look at themselves through 
the viewpoint of the other, get a better understanding of their strengths and limitations, 
build confidence, and be encouraged and challenged in reaching their goals and objectives 
(2005).

 ◾ Using arts to learn about self, others, and relationship: Using arts is a powerful and 
creative way for building teams and improving group dynamics—how people in a group 
interact with each other. Popular arts-based team building activities are Chinese whispers 
drawing, blind drawing, left- or right-handed drawing, team Pictionary, team artworks, 
team murals, puzzle artwork, musical artworks, and so on (Ideal Art 2022). Leadership 
development programs using arts-based team building activities foster mutuality, help the 
leaders trust and honor each other, and build a sense of communal “we-ness” (Fisher-Yoshida 
et al. 2005, 563) essential for transformation.
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Transformational Learning Examples

Valamis Group (2021) has provided several examples of transformational learning in an orga-
nizational setting—job shadowing, scenario-based learning, cultural adaptation, career change, 
and co-working with different departments. Job shadowing is a useful means to learn more about 
a job of interest and involves following experienced professionals as they work (Doyle 2020). By 
observing the professionals for anywhere from a few hours to several weeks, learners can get a bet-
ter understanding of their particular job and career (Doyle 2020). Scenario-based learning (SBL) 
is a popular “active learning” instructional strategy that uses real-life situations and provides a 
highly relevant learning experience to the learners (Pandey 2019). Cultural adaptation involves 
“reviewing and changing the structure of a program or practice to more appropriately fit the needs 
and preferences of a particular cultural group or community” (Samuels et al. 2009, 7). Helped 
by internet, more companies are conducting business globally and interacting with employees, 
customers, suppliers, and other service providers with various cultural backgrounds. Allowing 
employees to experience different cultures can expand their awareness and acceptance of diversity, 
and help them share empathy, compassion, and appreciation of equity and inclusion (Valamis 
Group 2021).

Experiencing a career change can have a drastic effect on individuals and alter their perspec-
tives (Valamis Group 2021). A career is “individually perceived sequence of attitudes and behav-
iors associated with work-related experiences and activities over the span of the person’s life” 
(Hall 2002, 12). Hall (2002) mentioned several important points about career. First, a career is a 
sequence of work-related activities and does not just imply someone’s “fast” or “slow” advancement 
in their professional positions. Second, the success or failure of the career should be assessed by the 
person being considered, not by anyone else. Third, since the career comprises both behaviors and 
attitudes, there are two aspects of career—subjective and objective. Subjective career consists of 
changes in people’s values, attitudes, and motivation as they grow older. Objective career consists 
of “the observable choices one makes and the activities one engages in, such as the acceptance or 
rejection of a job offer” (Hall 2002, 11).

As people advance in their career, they will obtain new knowledge, skills, and abilities; will 
have bigger responsibilities; and will perceive things differently, resulting in transformation. 
Working with colleagues and team members from other departments can help employees be more 
positive, reliable, flexible, willing to change, share information and resources, and respect their 
work style and habits. All these play important roles in personal and professional transformation 
toward being a valued team member.

How to Use Transformational Learning 
in Transformational Coaching

Transformational learning principles and approaches may be suitable for transformational coach-
ing for several reasons. First, learners can transform perspectives “from a right and wrong dichot-
omy to a palette of possibilities” (Fisher-Yoshida 2009, 150) by developing more self-awareness of 
their behaviors and by the impact of the behaviors on others. Second, learners can realize that the 
behaviors are created because of subconscious assumptions that also influence their actions and 
reactions to others (Brookfield 1987). Third, incorporating transformational learning may help 
learners develop an awareness of how well their operational assumptions are working for or against 
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them (1987). Fisher-Yoshida (2009) described these steps of how to use transformational learning 
in transformational coaching.

 ◾ Getting ready to begin: This step can be described as needs assessment. Before commenc-
ing the coaching sessions, coaches understand the learners’ current and desired states of 
thinking or self-awareness and their existing level of readiness to transform. To do this, the 
learners share their experiences, how they make meaning of the experiences, and how others 
may interpret and understand their experiences.

 ◾ The coaching sessions commence: When the coaching sessions start, coaches establish the 
foundation of how the sessions would be conducted, model their desired behaviors when 
interacting with the learners, and offer constructive and supportive feedback to the learners 
in a nondefensive and nonthreatening manner (Fisher-Yoshida 2009; Marsick et al. 2006). 
During the coaching sessions, coaches help the learners to better understand what they 
know by focusing on three levels of knowing—instrumental (based on concrete and observ-
able data), socializing (based on the values and relationships), and self-authoring (based on 
the learners’ own understanding) (Kegan et al. 2001). To help the learners with different 
levels of knowing, Fisher-Yoshida (2009) suggested that coaches use various tools such as 
Coordinated Management of Meaning (CMM), Daisy Model, and so on.

 ◾ Preparing for the transfer: To prepare the learners for transformation, coaches help them 
in clarifying what they actually know and what they need to know to make the transforma-
tion happen. Fisher-Yoshida (2009) found the LUUUUTT model, or storytelling model, 
useful because it allows the coaches to ask the learners questions and have them reflect, and 
even challenge, their own assumptions. As learners prepare for the transfer, they deepen and 
broaden their self-awareness and develop a deeper understanding of actions and reactions of 
their own and others.

 ◾ Reaction to perspective shifts: The coaching process is not always smooth or challenge-
free. Learners often strongly hold on to their existing perspectives, beliefs, or habits, which 
can make the transformation difficult and time-consuming. The learners experience positive 
reaction to perspective shift when coaches help them distance themselves from negativity, 
change their emotional and mental inputs, manage expectations, and focus on impact and 
benefits of the shift (Lechter 2019).

 ◾ Reflection: Transformational learning may create resistance, discomfort, and emotional 
distress in learners, which may be alleviated by reflecting on the coaching process (Fisher-
Yoshida 2009). Reflection helps turn experience into knowledge (Gilbert and Trudel 2001) 
and involves thought and exploration of a concept or an event (Gray 2007). Following each 
coaching session, Fisher-Yoshida (2009) recommended that coaches reflect on their own 
interactions, check their assumptions about what they know and understand about the learn-
ers, confirm what they expect from themselves and the learners, and challenge themselves to 
provide the learners with additional opportunities for discovery and transformation.

Different types of reflection may take place at different times and can benefit the coaches’ 
reflective practice in different ways. Reflection-on-action means coaches think back on what learn-
ers did and review and inform how they can do something about it (Gilbert and Trudel 2001). It 
takes place after a coaching session has finished. Reflection-in-action means coaches think about 
what learners are doing while they are doing it (Schön 1983). It is likely to take place during a 
coaching session. Coaches need to be aware of the advantages and disadvantages of these two 
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types of reflection (Scott 2019) for effective transformational coaching. Ghaye and Ghaye (1998) 
suggested that reflection should not be a description of what happened, instead, should provide 
a constructive critique of an issue. Reflection also needs to be fair, accurate, and honest (1998). 
Few useful tools for reflective conversation are critical incidents, storytelling, reflective metaphor, 
reflective dialogue, and reflective journal (Mitchell 2013).

Transformational Learning Practices

There are numerous ways individuals can be taught, and there is no single correct way to apply 
transformative learning theory. However, Taylor (1998) emphasized three key points when 
applying transformative learning theory in practice. First, “ideal learning conditions promote 
a sense of safety, openness, and trust” (53). Second, “effective instructional methods support 
a learner-centered approach” and “promote student autonomy, participation and collabora-
tion” (53). Third, “the importance of activities that encourage the exploration of alternative 
personal perspectives, problem-posing, and critical reflection” (54). To effectively carry out 
these key points, transformational coaches and learners must work together to deliver a quality 
transformational learning experience. A clear understanding of transformational coaches’ and 
learners’ roles and responsibilities is paramount for successful transformational learning. The 
following section describes a few critical roles and responsibilities of transformational coaches 
and learners.

The Roles of a Transformational Coach

 ◾ One of the most critical roles and responsibilities of a transformational coach to foster an 
effective transformational learning is to assist the learners learn of their assumptions, inter-
pretations, beliefs, habits of mind, or points of view and analyze them critically.

 ◾ Transformational coaches should assist the learners in how to recognize various frames of 
reference—a set of assumptions, conditions, or ideas that determine how something can be 
approached, perceived, or understood. In other words, coaches should encourage the learn-
ers to redefine and interpret problems from different perspectives. The goal of a coach should 
be to enable the learners to find the root cause(s) of a problem and uncover solutions that 
take the needs and feelings of everyone involved into consideration.

 ◾ Transformational coaches should provide the learners with opportunities to effectively par-
ticipate in discourse that involves assessing values, understandings, assumptions, thoughts, 
or beliefs through critical examination of arguments, alternate points of view, and evidence. 
Coaches should encourage the learners to validate what they understand and make well-
informed judgments based on their understanding.

 ◾ Transformational coaches should urge the learners be familiar with several useful meth-
ods to participate in discourse more effectively. Some useful methods are concept map-
ping (e.g., charts, flowcharts, timelines, etc.), consciousness raising (e.g., making people 
more aware of an issue), metaphor analysis (e.g., giving the learners a rich and insight-
ful way to articulate an intricate and complex concept), life histories (e.g., individuals’ 
personal experiences and their connections with past events), repertory grid technique 
(a method for eliciting what individuals think about a given topic), and participation in 
social action.
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 ◾ Transformational coaches must encourage equal participation from the learners in dis-
course. To do this, the coach can require each group member take a turn in monitoring the 
direction of dialogue and ensure equal participation from all. When appropriate, coaches 
can also present controversial statements or readings from opposing viewpoints to encour-
age dialogue among the learners. However, the coaches must not interject their own ideas or 
viewpoints and avoid shaping the discussion.

 ◾ Setting objectives for the learners that include autonomous thinking is another impor-
tant role of a transformational coach. Autonomous thinking or intellectual autonomy 
is a willingness and ability of the learners to think for themselves and make their own 
interpretations rather than acting on the purposes, beliefs, judgments, and feelings of oth-
ers. The foundations of autonomous thinking often begin in our childhood and continue 
in our adulthood causing us reject ideas that don’t fit into our existing belief and view. 
Transformational coaches can promote autonomous thinking by encouraging the learners 
be self-independent, having the learners take ownership of their learning, and facilitating 
peer-to-peer learning.

 ◾ Transformational coaches should promote discovery learning to the learners. Discovery 
learning can be done using various methods, for example, learning contracts, group proj-
ects, role play, case studies, and simulations. A  learning contract identifies the learning 
objectives, resources, obstacles, solutions, deadlines, and measurements (Peterson 2019). 
These methods can facilitate transformational learning by helping the learners examine 
various concepts in their lives and by analyzing the justification of new information and 
knowledge.

 ◾ Transformational coaches should create and foster a learning environment that builds 
trust and care among learners focusing on diversity, equity, and inclusiveness. The coaches 
should behave like role models by demonstrating willingness to learn and change and be 
authentic.

The Roles of a Learner

Through transformational learning, the learners achieve a change in their “perspective” by acquir-
ing and constructing new knowledge about themselves or about the new values, understandings, 
assumptions, thoughts, or beliefs. The learners are an active participant having important roles in 
the learning environment and process. The roles and responsibilities of the learners in transforma-
tional coaching are described next.

 ◾ The learners must practice behaviors that include attention, civility, respect, and responsi-
bility to help others learn. The learners should welcome diversity and inclusiveness in the 
learning environment and focus on peer collaboration.

 ◾ To critically reflect the perspectives and assumptions that underlie their intentions, 
values, beliefs, and feelings, the learners can use communicative learning approach 
and discourse analysis. A  communicative learning approach is dictated by the learn-
ers’ needs and is personalized according to their interests (Irmawati 2012). Discourse 
analysis looks beyond the literal meaning of language and focuses on interaction (Shaw 
and Bailey 2009).
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 ◾ The most important role of the learners involves actively participating in discourse. Through 
discourse, the learners can analyze, evaluate, and validate what is being communicated to 
them. Active participation from all learners fosters collaborative learning by allowing them to 
critically examine evidence, arguments, and alternate points of view. The learners can actively 
participate by asking relevant questions for understanding and clarification, making valuable 
comments, sharing their own experiences and opinions, and by avoiding relying on the coach 
for learning.

Key Takeaways

The following are the main takeaways from this chapter:

 1. Transformational learning focuses on the idea that the learners can adjust their thinking 
and perspective based on new information. In this process of shifting their worldview, they 
evaluate their past ideas and understanding through critical reflection.

 2. Three fundamental components of transformative learning theory that facilitate the learn-
ing and transformation of adults in the business environment are centrality of experience, 
critical reflection, and rational/reflective discourse.

 3. Ten phases of personal transformation are disorienting dilemma, self-examination of 
assumptions, critical assessment, recognition of shared experiences, exploration of new roles 
and actions, planning a course of action, acquisition of knowledge, trying new roles, build-
ing confidence, and reintegration.

 4. Experiencing a multifaceted self; creating learning partnerships; and using arts to learn 
about self, others, and relationships are examples of transformational learning interventions 
to develop transformational leadership capabilities.

 5. Transformational learning framework is suitable for the coaching environment not only 
based on its principles but also because of its core components and facets: centrality of expe-
rience, critical reflection, and rational/reflective discourse.

 6. A clear understanding of transformational coaches’ and learners’ roles and responsibilities is 
paramount for successful transformational learning.

Discussion Points and Coaching Questions

 1. Describe your most recent transformational coaching experience.
 2. This chapter presents three fundamental principles of transformative learning theory— 

centrality of experience, critical reflection, and rational/reflective discourse. Which principle 
do you find most important in your transformational coaching experience? Please explain.

 3. This chapter also presents ten phases of personal transformation. In your transformational 
coaching experience, which phase(s) did you find most challenging to overcome?

 4. This chapter provides several examples of transformational learning interventions. What 
other interventions have you used for transformational learning?

 5. Besides those listed in this chapter, what other roles and responsibilities of transformational 
coaches and learners would you recommend? Please explain.
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APPLICATION OF 

TRANSFORMATIONAL 

COACHING IN 

ELEMENTS OF OD

Transformational coaching applies to organizations and their workforces. An organizations’ cul-
ture has an effect on how individuals and teams are coached and how they undergo transforma-
tion. Organization leaders who receive coaching can influence the organization if their mindset 
is transformed as well as the way they relate to people and their productivity, because individual 
transformation is often a pathway to organizational transformation. Part II focuses on the rel-
evancy between transformational change and transformational coaching, and its application in 
process of organization development, high-performance, and talent development.

Chapter 4. Transformational Coaching 
and Organization Development

Chapter 4 explores the relationship among transformational change and transformational coach-
ing and organization development and application on transformational coaching in OD.

Chapter 5. Transformational Coaching and High Performance

Topics discussed in Chapter 5 include distinguishing among performance, high performance, and 
a high-performance workplace (HPW), and the role of transformational coaching in achieving 
high performance.

Chapter 6. Transformational Coaching and Talent Development

The role, use, and importance of transformational coaching for talent development is covered in 
Chapter 6.

II
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Chapter 4

Transformational Coaching 
and Organization 
Development

William J. Rothwell

Overview

Transformational coaching (TC) is carried out with employed people. That is important to know, 
since the corporate culture of an organization can influence how people are coached and how 
they undergo transformation. Leaders who receive coaching can affect the organization if they are 
transformed, and often individual transformation is essential to organizational transformation.

Organization development (OD) was defined in a previous chapter. But it is worth defining it 
again. OD is usually regarded as a top-management-supported effort to facilitate change in an orga-
nization by improving how people interact to achieve work results. Stated another way, OD applies 
democracy to the workplace by giving all workers—and that includes managers—say in decisions 
affecting them. An organization’s management does not thrust change on unwilling people using a 
project management approach; rather, OD is based on the assumption that the best way to overcome 
resistance to change is to involve all those affected by it and give them a voice in decision making.

This chapter focuses on the relationship between TC and OD. It addresses such questions as these:

 ◾ What is transformational change?
 ◾ How does transformational change relate to transformational coaching?
 ◾ How does transformational change relate to OD?
 ◾ How does OD relate to transformational coaching?
 ◾ How is transformational coaching applied in OD?
 ◾ How is transformational coaching applied without OD?

The chapter concludes with a list of key takeaways from this chapter, discussion points and coach-
ing questions, and references.
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What Is Transformational Change?

Transformation has become a popular buzzword in recent times. Managers toss around statements 
like “what we need is a fundamental transformation in our corporate culture.” Others bemoan 
how long it takes to change corporate culture and yearn for low-cost strategies that can prompt 
radical change overnight.

There are degrees or types of change. First described in an award-winning article by Golembiewski 
et al. (1976), the authors posited that change can be categorized into three types:

 ◾ Alpha change “involves a variation in the level of some existential state, given a constantly 
calibrated measuring instrument related to a constant conceptual domain” (134).

 ◾ Beta change “involves a variation in the level of some existential state, complicated by the 
fact that some intervals of the measurement continuum associated with a constant concep-
tual domain have been recalibrated” (135).

 ◾ Gamma change “involves a redefinition or reconceptualization of some domain, a major 
change in the perspective or frame of reference within which phenomena are perceived and 
classified, in what is taken to be a relevant slide of reality” (135).

While authors Golembiewski, Billingsley, and Yeager were focused on classifying degrees of 
change in research and particularly in how to measure change in human systems, organizational 
researchers have long yearned for a way to classify degrees of organizational change. According to 
this scheme, gamma change is synonymous with transformational change.

A more recent way of thinking about types of change includes the distinctions between “calm 
water” and “white water rapids” change (Ranasinghe 2021). As Ranasinghe explains:

Through the metaphor it says that planned changes come with the “Calm waters.” However, 
emergent approach to change needs to be best fit with the “White Water Rapid.” Organiza-
tions face change like a raft in an intense river and every time it has to handle with white-
water rapids. (n.p.)

Most organizations in today’s dynamic environment face “white water change” because major 
change looms as a constant issue. No sooner have managers handled a pandemic than the threat 
of a nuclear war looms on the horizon with no return to normalcy. Black swan events—seemingly 
trivial events that spiral out of control and grow to global proportions—have become more the 
norm than the exception.

Perhaps what is needed is a more robust scheme to describe categories of organizational and 
individual change (see Figure 4.1). Consider:

 ◾ Alpha change could mean the same as simple incremental change. In this scheme, the exter-
nal environment does not undergo radical shifts. Neither do the people in the change effort: 
Staffing is stable. Change goals remain stable throughout the change project. Change could 
be represented as a straight line with a discernible beginning, middle, and end. By analogy, 
change is a simple staircase with a beginning point (the base of the stairs), midpoint (the 
middle point on the stairway), and an endpoint (top of the stairs).

 ◾ Beta change is a step or degree beyond simple incremental change. In this scheme, the 
people in the change effort remain stable. But the competitive environment shifts as the 
change effort is implemented. The change project goals remain stable. By analogy, change is 
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like an escalator. As the people work toward the change goals, the ground (the competitive 
conditions in the world outside the organization) is moving beneath them.

 ◾ Gamma change is a step beyond beta change. In this scheme, the people in the change 
effort and the competitive conditions are changing while the change process is underway. 
Yet change project goals remain stable throughout the change effort. By analogy, change 
is like an elevator. While the elevator begins on a ground floor and can move to the top of 
the elevator shaft, it can stop at any point along the way and people can enter or leave. The 
ground moves and the people change, but the change project continues.

 ◾ Delta change is a step beyond gamma change. The change effort has a definable beginning 
but the people and competitive conditions change during the change process. Likewise, 
there is no end point. Change moves like a spiral whereby changing competitive conditions 
and changing people can lead to changes in the change project goals even as the change 
project is underway.

 ◾ Epsilon change is a step beyond delta change. There is no starting point; there is no ending 
point to the change effort. During the change effort, the competitive conditions change, the 
people change, and the project goals change. Nothing is stable, and change is continuous. 
Change, by analogy, is like an Unidentified Flying Object: it can move in any direction and 
at any speed, changing course in ways that defy gravity and the laws of physics.

In this scheme, transformational change is akin to epsilon change. See Figure 4.1.

Figure 4.1 Categories of Organizational and Individual Change.

Source: Author’s Original Creation. Copyright 2022 by William J. Rothwell.
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How Does Transformational Change Relate 
to Transformational Coaching?

If transformational change means a radical shift in perspective, then transformational coaching 
is geared to bringing about radical change in the individual and in the individual’s perspective 
about his or her organizational and life context. In transformational coaching, people learn to 
see themselves and their life contexts differently than they did before the coaching experience. 
Their goals can change; their sense of their environment can change; and their sense of their close 
contacts can change. Transformational coaching thus brings about transformational change for 
individuals, teams, and organizations.

How Does Transformational Change Relate to OD?

Organization development facilitates change at any level—whether alpha, beta, gamma, delta, or 
epsilon change.

Recall that OD is based on Kurt Lewin’s Action Research Model or David Cooperrider’s 
Appreciative Inquiry Model. Either model provides a roadmap for how to plan, implement, and 
evaluate a change effort using OD. They are actually similar. Their biggest difference centers on 
where they begin. The Action Research Model centers on solving an identified problem, while the 
Appreciative Inquiry Model centers on building on one or more strengths.

The Action Research Model

While there are many published versions of the Action Research Model (ARM), one way to under-
stand it is that the consultant from inside or outside the organization will (see Figure 4.2):

 ◾ Enter the scene: The consultant is typically called into the organization to solve a problem. 
The end of this stage is a written proposal for consulting services to the client.

 ◾ Start up the change effort: The consultant investigates the organization or the setting. The 
end of this stage is a negotiated contract.

 ◾ Assess what is happening and what should be happening by collecting information from 
stakeholders: The consultant visits with many stakeholders, asking them what challenges 
face the organization and how important those challenges are.

 ◾ Feedback the data collected and help stakeholders in the organization to agree on: the 
problem(s), solutions, action plans, and metrics, facilitating efforts by stakeholders to agree 
on problems, solutions, action plans, and metrics.

 ◾ Facilitate action planning: The consultant works with the client to provide information 
gathered from stakeholders and then facilitates client efforts to devise a work plan to imple-
ment the solutions identified by the client.

 ◾ Facilitate the implementation of the action plan over time in an OD intervention: 
The consultant works with the client during implementation of the action plan to facilitate 
information gathering and information sharing.

 ◾ Help the organization’s members to adopt the change effort, making it part of the cor-
porate culture: The consultant encourages the client to lock the change into the corporate 
culture in a process variously called adoption, institutionalization, or corporate culture change.
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 ◾ Evaluate the relative success of the intervention during and after the change effort, 
feeding back the results based on the success measures and metrics identified by stake-
holders: The consultant facilitates efforts by the organization’s stakeholders to evaluate the 
benefits realized from the intervention.

 ◾ Separate from the organization: The consultant departs the client organization.

The model is illustrated in Figure 4.2.
Table 4.1 is a worksheet designed as a tool to direct the process of transformational coaching 

when using the action research model.
As you think about the preceding model, remember that:

 ◾ OD can be applied by anyone—managers and even workers—so long as those using it have 
had the proper training and know what to do and how to do it.

 ◾ OD most emphatically does not use the “medical model” of consulting in which an expert 
assumes there is an illness, a root cause that needs to be subjected to diagnosis, and that it 
is the consultant’s job to recommend solutions; rather, OD seeks to facilitate members of 
the client organization to conduct their own diagnosis, reach their own conclusions about 

Figure 4.2 Facilitate Action Planning from Action Research Model.

Source: Author’s Original Creation. Copyright 2022 by William J. Rothwell.
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Table 4.1 A Worksheet to Guide Transformational Coaching Using the Action Research 
Model. Author’s Original Creation.

A Worksheet to Guide Transformational Coaching Using the Action Research Model

Directions: Use this worksheet to guide a transformational coaching session using the Action 
Research Model (ARM) of organization development. For each step described under column 
1, make notes for how you will conduct the session under column 2.

Steps Using the Action Research Model Applied to 
Transformational Coaching

Notes for How You Will Apply the 
ARM to a Specific Situation

1 Enter the scene

2 Start up the coaching effort

3 Assess what is happening and what should be 

happening by collecting information from stakeholders

4 Feedback the data collected and help stakeholders in 

the organization to agree on the problem(s), 

solutions, action plans and metrics, facilitating 

efforts by stakeholders to agree on problems, 

solutions, action plans and metrics

5 Facilitate action planning

6 Facilitate the implementation of the action plan over 

time in an OD intervention

7 Help the organization’s members to adopt the change 

effort, making it part of the corporate culture

8 Evaluate the relative success of the intervention 

during and after the change effort, feeding back the 

results based on the success measures and metrics 

identified by stakeholders

9 Separate from the coaching relationship

Source: Copyright 2022 by William J. Rothwell.

priorities and actions to be taken, and come up with their own success metrics. Alternatively, 
OD consultants may engage in dialogue with clients to help them unleash their own changed 
viewpoints and perspectives.

The Appreciative Inquiry Model

There are important similarities between the ARM and the Appreciative Inquiry Model (AIM). 
While they may appear to be different at a casual glance, both models rely on facilitating change 
by the client rather than the consultant imposing unwanted change on unwilling people.

Several appreciative inquiry models have been published, but they are essentially the same. The OD 
consultant from inside or outside the organization will facilitate a process by which stakeholders will:

 ◾ Clarify the focal points guiding change in the organization: The consultant helps the 
organization’s members to focus the change effort.

 ◾ Identify the important strengths of the organization: Facilitating the telling of stories 
about the organization, the consultant helps stakeholders identify what is going right in the 
organization.
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 ◾ Agree on the organization’s strengths: The consultant helps the stakeholders to agree on 
what is going right and what are the key strengths of the organization.

 ◾ Reflect on a vision of the future in which the organization’s strengths are leveraged to 
maximum advantage: The consultant helps stakeholders to create a compelling vision or 
dream of the future in which the organization’s strengths are maximized to best advantage.

 ◾ Devise an action plan to make the dream come true: The consultant helps the organiza-
tion’s members to devise an action plan to make the dream come true.

 ◾ Implement the action plan: The consultant facilitates the implementation of the change 
process by which to make the dream of a better future come true.

 ◾ Encourage adoption of the change as the action plan is implemented: The consultant 
should work with the stakeholders to ensure that the change is sustainable.

 ◾ Evaluate the action plan and the implementation results during and after they occur: 
During and after implementing the action plan, the consultant facilitates an evaluation 
process by which the client uses metrics of the client’s design to evaluate the relative success 
of the change effort. Since appreciative inquiry seeks continuous improvement, positive lan-
guage is used. For that reason, “evaluation” is often carried out as an “appraisal.”

 ◾ Separate from the consultant, having made the change part of the organization’s corpo-
rate culture: The consultant exits the scene.

The model is illustrated in Figure 4.3.

Figure 4.3 Implement the Action Plan from the Appreciative Inquiry Model.

Source: Author’s Original Creation. Copyright 2022 by William J. Rothwell.
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While many people want to combine the ARM and AIM to derive power by solving prob-
lems while simultaneously building strengths, that approach is generally not advisable. The rea-
son: When problems are identified, people typically look for someone to blame. That so-called 
blamestorming stage is not compatible with efforts to identify strengths and leverage them to great-
est advantage. It is best to keep efforts to identify dreams of a better future separate from efforts 
to discover and solve problems.

Table 4.2 is a worksheet designed as a tool to direct the process of transformational coaching 
when using the appreciative inquiry model.

How Transformational Change Relates to OD

Organization development can be used to formulate and implement any change. That includes 
alpha, beta, gamma, delta, and epsilon change. It can also be used at any level—from individual 
to dyads (two people), triads (groups of three people), teams, work groups, organizational depart-
ments, organizations, and even communities, nations, and globally.

But a chorus of managers and other leaders have called for methods that can bring about radi-
cal (that is, transformational) change in brief periods of time. That can be done using a method 
like the Whole Systems Transformational Change Conference (WSTCC). First invented by Kathleen 

Table 4.2 A Worksheet to Guide Transformational Coaching Using the Appreciative 
Inquiry Model. Author’s Original Creation.

A Worksheet to Guide Transformational Coaching Using the Appreciative Inquiry Model

Directions: Use this worksheet to guide a transformational coaching session using the 

Appreciative Inquiry Model (AIM) of organization development. For each step described 

under column 1, make notes for how you will conduct the session under column 2.

Steps Using the Appreciative Inquiry Model Applied to 
Transformational Coaching

Notes for How You Will Apply the 
AIM to a Specific Situation

1 Clarify the focal points guiding change for the 

individual

2 Identify the important strengths of the individual

3 Agree on the individual’s strengths

4 Reflect on a vision of the future in which the 

individual’s strengths are leveraged to maximum 

advantage

5 Devise an action plan to make the dream come true

6 Implement the action plan

7 Encourage adoption of the change as the action plan is 

implemented

8 Evaluate the action plan and the implementation 

results during and after they occur

9 Separate from the consultant, having made the change 

part of the organization’s corporate culture

Source: Copyright 2022 by William J. Rothwell.
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Dannemiller in her work with Ford Motor Company in the 1980s, WSTCC, which operational-
izes the Action Research Model on a large scale, is a means by which to bring about transforma-
tional change on an organizational scale. It can also be carried out using the Appreciative Inquiry 
Model, and (when it is) the event is called an Appreciative Inquiry Summit.

WSTCC is a radical approach in its own right because using it requires a major commitment 
from the organization’s leaders. While there is more than one correct way to use the approach, a 
typical way is to shut down the organization during the event and plan for a conference of multiple 
days (usually four). While planning is carried out before the actual event to ensure that it can be 
implemented seamlessly without major logistical problems, a WSTCC might be carried out in a 
conference center with thousands of people in attendance. Using technology, the OD consultants 
can pose questions to large groups and have instant multi-voting projected on a screen in front of 
all participants. It is not unusual to position members of the organization at round tables where 
each table represents the organization in miniature.

By using the WSTCC or the Appreciative Inquiry Summit, the entire organization and its 
major external stakeholders can be involved in a corporate culture change effort in a relatively 
short time. Typically, there will be two leaders present at the conference. One leader represents 
the organization’s senior team. (Often the CEO is on the stage in front of the entire organization.) 
A second leader represents the OD consulting team. (Often the OD consultant on stage is the 
OD consulting leader, but many facilitators are spread out in the audience.) Often there is a third 
group of helpers at a WSTCC or at an AI Summit. That group consists of members of a logistics 
team. The logistics team ensures that hotel space has been arranged for participants at the confer-
ence, that travel arrangements have been made when necessary, and that refreshments and after-
hours socializing events have been well planned.

While the WSTCC and the AI Summit can be effective in bringing about transformational 
change in a short time, a major challenge is to ensure that the excitement and enthusiasm that 
results from a large-scale group event is carried back to workplace settings after those events. It is 
wise to establish standing committees or work groups to focus on implementing the action plans 
established during the large-scale event. Of course, technology can be used to create virtual groups 
to implement identified changes.

How OD Relates to Transformational Coaching

Many coaching models have been published to describe the coaching process. One author has 
listed and delineated 12 coaching models (Sutton 2022). A coaching model guides coaches on 
how they should go about the coaching process. A model thus provides a roadmap to bring about 
the change process.

Perhaps the most famous coaching model is GROW, created by Sir John Whitmore (2017). 
GROW is an acronym that stands for

 ◾ Goal: What is your destination, your vision of the ideal future?
 ◾ Reality: What is your starting point?
 ◾ Options: How can you reach your destination?
 ◾ Will: What can you do?

Those four basic steps can guide a coaching effort. The coach helps the coachee set a goal or des-
tination for a desired future, clarify the starting point, consider the range of possible actions to 
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achieve the goal from the starting point, and fix on a clear action plan. Generally, coaching in 
this model is considered nondirective because the coach uses skillful questioning to draw out the 
coachee. The goal, starting point, range of action steps, and final action plan are decided by the 
coachee and not by the coach.

The Action Research Model and the Appreciative Inquiry Model provide alternatives to 
GROW, though they can be compatible, effective, step-by-step models by which to guide trans-
formational coaching. Both ARM and AIM are foundational for organization development. But 
they can also guide transformational coaching for individuals and groups. That should come as 
no surprise, because any OD change effort—otherwise known as an OD intervention—should 
be based on one model.

How Transformational Coaching Is Applied in OD

Transformational coaching can be a type of OD intervention (change effort)—like team build-
ing, survey-guided development, and many other OD interventions (Rothwell et al. 2021). When 
transformational coaching is carried out with an OD focus, then the coaching process is organized 
around the Action Research Model or the Appreciative Inquiry Model. Transformational coach-
ing allows individuals to achieve personal or professional breakthroughs in their working and 
personal lives. Often transformational coaching is also combined with other OD interventions 
simultaneously to encourage radical change at the individual leadership level while the organiza-
tion undergoes radical change.

How Transformational Coaching Is Applied without OD

Can transformational coaching be applied without OD? The answer to that rhetorical question is 
“of course.” When transformational coaching is applied without OD, it usually follows a project 
management model—such as the GROW model. That is neither “right” nor “wrong.” It is simply 
an alternative approach to using transformational coaching.

Key Takeaways

Important distinctions and major takeaways from this chapter are listed here. This chapter clarifies 
how organization development can carry out transformational coaching. What follows is a sum-
mary of the chapter’s key points:

 1. There are degrees of change. The highest level is epsilon change—which is synonymous with 
transformational change.

 2. In transformational coaching, people learn to see themselves and their life contexts dif-
ferently than they did before the coaching experience. Their goals can change; their sense 
of their environment can change; and their sense of their close contacts can change. 
Transformational coaching brings about transformational change for individuals, teams, 
and organizations.

 3. Organization development facilitates change at any level—whether alpha, beta, gamma, 
delta, or epsilon change.

 4. While many models can guide coaching, the key models foundational to organization 
development—Kurt Lewin’s Action Research Model and David Cooperrider’s Appreciative 
Inquiry Model—can be the foundation for transformational coaching interventions.
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 5. When OD models are used to guide transformational coaching, the change is more likely 
to be sustainable—and less likely to evoke resistance to change—than more directive 
approaches to change.

List of Discussion Questions

 1. How does transformational change for an organization relate to transformational change 
that results from the coaching of individuals?

 2. How can transformational coaching be used as part of an organizational change effort?
 3. What is the leader’s role in transformational change?
 4. What is the leader’s role in transformational coaching?
 5. How might the Action Research Model be a model to stimulate transformational change? 

Transformational coaching?
 6. How might the Appreciative Inquiry Model be a model to stimulate transformational 

change? Transformational coaching?
 7. What actions should a transformational coach take in working with a client?
 8. How does the role of transformational coach compare to the role of OD consultant?
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Chapter 5

Transformational Coaching 
and High Performance

William J. Rothwell

Overview

Transformational coaching can result in individuals—and groups—that have been galvanized. 
One goal can be, and usually is, personal enrichment and fulfillment by encouraging people to be 
more mindful of who they are, what they can do, and how they can be. Another goal can be, and 
usually is, organizational enrichment by which the corporate culture is changed to support high 
performance and exceptional, even exemplary, productivity.

This chapter focuses on how transformational coaching can play an important role in indi-
vidual and organizational productivity. It can lead to the creation of a high performance workplace 
(HPW), usually understood to mean a corporate culture where people want to perform to their 
peak in productivity and the organization’s leaders have knocked down obstacles that make it dif-
ficult for people to achieve peak productivity. Efforts to create a high performance workplace are 
often associated with corporate culture change.

This chapter addresses several important questions:

 ◾ What is meant by the term performance?
 ◾ What is meant by the term high performance?
 ◾ What is a high performance workplace (HPW)?
 ◾ What role does transformational coaching play in achieving high performance?
 ◾ How does transformational coaching relate to performance management?
 ◾ How does transformational coaching relate to human performance enhancement (HPE) 

and human performance improvement (HPI)?

Defining Performance

Managers often use the term performance in such a casual way that it implies the concept is easy to 
understand. But the term can actually be far more complex than is commonly understood.
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Performance Means Results

It is tempting to say that performance means results. Results refer to the outputs of work. Results 
are the final products of work activity. One way to think about that is to list all the job duties or 
work activities found on a job description and then, for each item, ask this question: What is the 
final result of that activity? The final results are the outputs.

Performance Means Behaviors

But are results all there is to performance?
Consider: The behaviors demonstrated while workers are achieving results can rightfully be 

considered a component of job performance. Results amount to what is achieved. The behaviors 
demonstrated while achieving results amount to how the work is carried out and what is observ-
able. It is possible to meet or even exceed the expectations for work results and still behave so badly 
as to be fired (Workopolis 2015). An example of that can be found with Wall Street bankers in 
2008. To achieve high performance, the bankers broke the law. Their job results were outstanding. 
But the way they achieved them was simply illegal (Cohan 2015).

Performance Can Mean Outcomes as Well as Outputs

Outputs are generally understood to mean the tangible results of performance. They can be tan-
gible (example: a written report) or intangible (example: a satisfied customer).

But outcomes mean something different. Outcomes concern how different people perceive 
performance. Company managers, when working with their employees, may establish measur-
able work standards that identify the minimum and/or targeted results and behaviors that should 
be achieved to meet performance expectations. As a simple example, think of Key Performance 
Indicators (KPIs) that identify the most important performance targets that employees are to 
achieve. KPIs are usually negotiated between managers and workers.

But other stakeholders—such as customers, company suppliers, company distributors, and 
government regulators—may have very different views about what makes performance acceptable.

As a simple example, consider the job performance of medical doctors. A doctor may do every-
thing right according to medical best practice, but the patient could still die. In a medical mal-
practice lawsuit, the viewpoints of many people will be considered when evaluating a medical 
doctor’s job performance. Other doctors, and even world-class experts, may review the patient 
records and the course of medical treatment and conclude that the doctor acted properly. But that 
does not mean that the patient (if still alive) or the patient’s family would agree.

Outcomes consider perspectives other than workers or their immediate organizational supervi-
sors. They consider what the customer wants and what the customer values. Often that perspective 
differs from what managers want. Generally, managers place value on performance that is efficient 
(doing things right). But customers want what is effective (doing the right things).

Performance May Include Alignment with 
Values and/or Ethical Requirements

Can performance be described properly by limiting its definition to results and behaviors alone? 
Perhaps not. Consider that performance may also require consideration of, and alignment with, 
values and ethical/legal standards. Work performance is thus not a uni-dimensional concept 
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limited to one issue (such as results) but is a multidimensional concept that may include other 
issues—such as values and ethics.

Values refer to what is perceived to be important. Individuals have values; organizations have 
values. And there are different values. According to Walter Goodnow Everett (1922), values 
may be classified as (1) economic, (2) bodily, (3) recreational, (4) associational, (5) character,  
(6) aesthetic, (7) intellectual, and (8) religious values. That list is not exhaustive. Values may also 
center on politics, social issues, legal issues, cultural, moral, educational, scholastic, industrial, 
athletic, life, medical, language, technical, and emotional issues—to name a few (Min n.d.). 
Milton Rokeach (1973) identified 18 instrumental values and 18 terminal values. Terminal val-
ues are the ultimate desired end results sought from action; instrumental values are the means 
to the ends.

Ethics refer to what is perceived to be moral. Ethics also include what is legal versus illegal. But 
ethics go beyond legal requirements. It is possible to violate the spirit but not the letter of the law, 
and it is possible to violate the letter but not the spirit of the law. Likewise, ethical issues may go 
beyond legal issues to simple issues of right and wrong.

Consider Figure  5.1, which illustrates how performance may be conceptualized in three 
dimensions. There may be more dimensions, but this diagram clarifies that considerations of per-
formance may require, at minimum, consideration of issues associated with results, behaviors, 
values, and ethics.

Figure 5.1 Three Dimensions of Performance.

Source: Author’s Original Creation. Copyright 2022 by William J. Rothwell.
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Individual, Team, Organizational, and Other Performance Perspectives

Performance may be regarded according to the scope of work. That scope may include individual, 
team, organizational, and even larger perspectives such as industry, national, or global.

While organizational leaders often speak in terms of individual worker performance, what 
happens at higher levels in organizations affects performance at lower levels. Stated another way, 
what happens in the world affects national, industry, organizational, team, and individual perfor-
mance. If the global economy is in depression, for example, the national economy likely will not 
be thriving, and workers may struggle to meet minimum performance expectations.

That view that factors beyond the control of the individual can affect individual job perfor-
mance is well documented.

Organizational Performance Includes a Balanced Scorecard

While some managers regard organizational performance as simple because it merely concerns 
making profits, there is growing awareness that organizational performance in business requires 
more than moneymaking. The Balanced Scorecard indicates that corporate leaders have thought 
beyond simple profit-and-loss thinking. For those who use the Balanced Scorecard, corporate 
performance must be graded in four dimensions: (1) financial, (2) market, (3) business operations, 
and (4) learning and growth.

Performance Can Have a Cultural Dimension

Performance can also have a cultural dimension. In 1997 I was presenting a workshop on perfor-
mance improvement in Beijing, China, to a group of top executives from a multinational com-
pany. On the fifth day of a five-day program, one executive raised his hand in the workshop and 
asked me to define again what was meant by the term performance. (I had defined the term in the 
first hour of the first day.) I patiently answered that “performance means the results of work and 
the behaviors carried out to achieve those results.” The executive then said, “that is not how job 
performance is understood in China. In China, if your boss likes you, you are a good performer; if 
your boss does not like you, you are a bad performer.” In response, I asked this question:

Suppose you have two secretaries, and their jobs require them to do typing. One secretary is 
very nice and everyone loves her. But she cannot type. The other secretary is very irritable. 
Everyone who deals with her finds her the most difficult person they have ever dealt with. 
But this secretary can type 120 words per minute with no errors. If you are forced to tell me 
which of these two secretaries is the better performer, who would you say is best?

The executive shook his head and said,

in China it would be the first one, but from what you have said, in America it is the second 
one. I suppose that is the difference between how performance is regarded in a developing 
economy and work in a developed economy.

Defining High Performance

If the term performance is a multidimensional concept, then so too is the phrase high performance. 
High performance suggests there are different degrees of performance. But what are those degrees?
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In the simplest sense, high performance would seem to suggest high productivity. The worker 
who achieves the greatest outputs with the least inputs would be regarded as a top performer. 
There is a label for the worker in any job category with the highest productivity. That worker is a 
called a HiPer. A HiPer differs from a HiPo (high potential), a HighPro (high professional), or a 
HiSoc (high social). A HiPer is simply the worker who gets the most productivity.

A HiPo has good productivity but is also regarded as promotion ready for one or more levels on 
the organization chart within the next few years. A HiPro is an in-house expert, the person to go 
to for expert advice on how to handle a specific work challenge. A HiSoc has the best relationships 
with various stakeholders of critical importance to the organization—such as key customers, key 
suppliers, key distributors, key labor union representatives, key government regulators, or others.

Those other labels—HiPo, HiPro, and HiSoc—suggest there are other ways to think about 
performance that go beyond mere productivity.

Describing the High Performance Workplace (HPW)

The High Performance Workplace (HPW) is a work setting where workers can perform to their 
peak of productivity with minimal bureaucratic restrictions and optimal encouragement and sup-
port. The HPW is a type of corporate culture where people want to be productive, and the organi-
zation’s management assumes an important role in knocking down barriers that stand in the way 
of worker productivity.

The HPW should not be confused with the High Involvement Workplace (HIW), High 
Engagement Workplace (HEW), the High Development Culture (HDC), or the High Creative 
Workplace (HCW). The High Involvement Workplace is a corporate culture that encourages and 
supports teamwork and worker involvement in decision making; the High Engagement Workplace 
is a corporate culture that encourages workers to be engaged; and, the High Creative Workplace 
drives out anything that will discourage workers from being creative and prompting them to find 
innovative solutions that can build organizational competitive advantage.

Ways to Identify Characteristics of the HPW

Much research and writings over the years have focused on the HPW. Managers and academic 
researchers have been fascinated with the characteristics of a corporate culture that would lead to 
great competitive advantage. And many organizational problems are actually traceable to orga-
nizational policies and procedures—much more so than individual job performance problems. 
It cannot be disputed that a workplace that encourages peak performance is likely to attain a 
competitive advantage.

There are two major ways to identify the characteristics of the HPW for your organization. The 
first is the descriptive approach; the second is the prescriptive approach. The descriptive approach 
involves interviewing workers and managers, asking them a few important questions. The ques-
tions would include:

 ◾ How would you describe the characteristics of a High Performance Workplace, a work set-
ting where people are eager to perform to the best of their ability?

 ◾ How does this organization compare to the characteristics you described of the HPW?
 ◾ What do you feel are the barriers to productivity imposed by this organization?
 ◾ What would managers in this organization have to do to knock down the barriers to perfor-

mance that exist in this organization?
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The prescriptive approach involves importing research-based descriptions of the HPW and then rat-
ing your own organization against them. One example is The Road to High-Performance Workplaces 
(U.S. Department of Labor/Office of the American Workplace 1994). That study was the basis of 
a questionnaire used to survey workers and managers in an organization to compare that organi-
zation to the 55 characteristics of a HPW corporate culture (see Dubois and Rothwell 1996a & 
1996b). Once the survey results have been compiled, they can be fed back to senior leaders to 
facilitate the formulation of an action plan to bring the organization into alignment with the 
characteristics of a corporate culture that leads to the HPW.

More recent research on the HPW, conducted by consulting firm Gallup (Desimone 2019), has 
revealed that one factor sets the HPW apart from typical organizations: an emphasis on employee 
development. Gallup’s research found that organizations investing strategically in employee devel-
opment enjoyed 11 percent higher productivity and were two times more likely to retain workers 
than organizations not making those investments. Leaders must develop workers daily (Rothwell 
et al. 2015). Lack of adequate professional development is a leading cause of turnover, and nine 
of ten millennials (in particular) rate professional development as very important to them in their 
jobs (Desimone 2019). Managers bear the key responsibility for building a corporate culture that 
encourages productivity (Royal 2019).

A different research study by Zak (cited by Schneider 2018), who for eight years studied data 
on the brain chemistry of workers while they were at work, found eight characteristics of work-
place culture that support peak productivity. Those are (Schneider 2018):

 ◾ Recognize people who demonstrate outstanding work
 ◾ Give workers challenges
 ◾ Delegate to workers
 ◾ Give workers the chance to do job-crafting
 ◾ Be transparent, sharing information openly
 ◾ Demonstrate care about people and relationships
 ◾ Invest in employee development
 ◾ Show authenticity in words and actions

Those characteristics describe not only a corporate culture—but they can also characterize what 
an effective leader does. They can be the targets or goals for change in transformational coaching. 
Consider using Tool 1 (see Table 5.1) at the outset of coaching to see how much the coachee would 
like to work on transformational improvements in those areas. Also consider using Tool 2 (see 
Table 5.2) to rate the corporate culture for its alignment with these factors.

The Role Transformational Coaching Plays 
in Achieving High Performance

Transformational coaching is not the sole approach to achieve high performance for individuals 
or to build an HPW for organizations. But it is a powerful approach that can help in that respect. 
Transformational coaching lays the foundation for awakening the individual to new ideas about 
self and about work, and these help to shed light on new ways to perform. When many leaders 
participate in transformational coaching simultaneously and make progress on awakening them-
selves to new ways of thinking and of living, they are providing an important basis for creating a 
High Performance Workplace.
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Table 5.1 Tool 1: A Rating Instrument to Assess Goals for Transformational Coaching.

Tool 1: A Rating Instrument to Assess Goals for Transformational Coaching

Directions: Use this instrument to rate areas you would like to work on in your coaching 

experience. When you finish it, give it to your coach and be prepared to explain your ratings 

and talk about what priorities should be set for goals to improve your life and work. For each 

item appearing in the left column, rate it in the center column using this scale: 0 = Not 
applicable; 1 = Need little or no work in this area; 2 = Need some work in this area; 3 = Need 
much work in this area; and 4 = Need very much work in this area. In the right column, either 

the coach or coachee can take notes about the priority associated with that area and the 

results of any discussions between the coach and coachee about how to develop that area.

Goals for Transformational Coaching Rate How Much Work You 
Would Like to Devote to 
Improvements in the Area 
in Your Coaching 
Experience

Notes about 
Priorities and 
Ways to 
Develop the 
Goals through 
Coaching

0 1 2 3  4

1 Recognize people who demonstrate 

outstanding work

0 1 2 3  4

2 Give workers challenges 0 1 2 3  4

3 Delegate to workers 0 1  2 3  4

4 Give workers the chance to do 

job-crafting

0 1  2 3  4

5 Be transparent, sharing information 

openly

0 1  2 3  4

6 Demonstrate that you care about people 

and relationships

0 1  2 3  4

7 Invest in employee development 0 1  2 3  4

8 Show authenticity in what you say and do 0 1  2 3  4

9 Other (Describe it here): 0 1  2 3  4

Sources: Copyright 2022 by William J. Rothwell. The items in the left column are adapted from 
Schneider, Michael. 2018. “An 8-year Study Reveals the Key to a High-Performing 
Culture—and 8 Ways to Build It.” Inc.

How Transformational Coaching Relates 
to Performance Management

Performance management is a process by which the performance of organizations, divisions, depart-
ments, teams, and/or individuals is managed to meet or exceed planned targets.

Strategic planning helps an organization’s leaders formulate organizational targets amid 
dynamic organizational conditions. The result of the process is a plan that establishes measurable 
targets. Strategic evaluation allows organizational leaders to compare results to goals.

Performance management at the individual level is usually associated with performance reviews 
carried out annually to compare an employee’s results to the targets established at the beginning 



80 ◾ Transformational Coaching for Effective Leadership

Table 5.2 Tool 2: A Rating Instrument to Assess Goals for Organizational Change.

Tool 2: A Rating Instrument to Assess Goals for Organizational Change

Directions: Use this instrument to rate your organization on important areas linked with a 

corporate culture that encourages high productivity. When you finish this rating instrument, 

give it your coach and be prepared to explain your ratings and talk about what priorities 

should be set for goals to improve your organization’s corporate culture. For each item 

appearing in the left column, rate it in the center column using this scale: 0 = Not applicable; 
1 = Need little or no work in this area; 2 = Need some work in this area; 3 = Need much work in 
this area; and 4 = Need very much work in this area. In the right column, note what actions you 

would recommend the organization’s leaders should take to create a corporate culture that 

encourages high performance.

Characteristics of a High 
Performance Workplace

This organization. . .

Rate How Much Work You 
Believe Should Be Devoted 
to This Area to Improve the 
Corporate Culture

Notes About What Actions You 
Would Recommend the 
Organization’s Leaders Take to 
Create a Corporate Culture 
That Encourages High 
Performance

0 1  2 3  4

1 Recognizes people who 

demonstrate 

outstanding work

0 1  2 3  4

2 Gives workers 

challenges

0 1  2 3  4

3 Delegates to workers 0 1  2 3  4

4 Gives workers the 

chance to do 

job-crafting

0 1  2 3  4

5 Is transparent, sharing 

information openly

0 1  2 3  4

6 Demonstrates that the 

organization cares 

about people and 

relationships

0 1  2 3  4

7 Invests in employee 

development

0 1  2 3  4

8 Shows authenticity in 

what is said and done

0 1  2 3  4

9 Other (Describe it here): 0 1 2 3  4

Sources: Copyright 2022 by William J. Rothwell. The items in the left column are adapted from 
Schneider, Michael. 2018. “An 8-year Study Reveals the Key to a High-Performing 
Culture—and 8 Ways to Build It.” Inc.
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of the performance review cycle. Many organizations today have a performance management 
system for workers at every level—from executive to manager to supervisor to hourly employee. 
Performance management for individuals clarifies what goals are to be achieved in the work they 
do. Efforts to plan and manage employee performance help to establish a logical link between 
what the employee does and what the organization needs to do to achieve its strategic goals.

The trend is to diminish or eliminate formal, annual performance reviews for individuals and 
carry out more frequent, but less formal, feedback sessions between managers and the employees 
who report to them (Doheny 2021). Given the dynamic nature of modern business organizations, 
feedback is best managed when immediate and specific (Hattie and Timperley 2007; Wisniewski 
et al. 2020). That feedback should also give due consideration to conditions outside of the control 
of workers that may affect their job results and behaviors. A good example of such conditions 
would be the Covid-19 pandemic of 2020 and 2021 that created unique challenges to managers 
and employees. Consider this conclusion based on a statistical study:

Therefore, the COVID-19 pandemic effects felt by employees affected their general work 
performance, such that the more intensely they felt threatened by COVID-19 effects, such 
as cessation of activity at work, salary decreases, technical unemployment, changes in their 
lifestyle due to changes in interpersonal relationships imposed by isolation, physical dis-
tancing, or changing attitudes of people around them, the lower their work performance.

(Popa et al. 2022)

Many other examples can be cited of how conditions outside of an employee’s control can 
affect individual job performance—and organizational performance. As the pandemic raged, 
many workers resigned from one organization and moved to other organizations, which prompted 
much attention to the need to replace workers and train newcomers. The Great Resignation, the 
name given to a trend for workers to jump to other employers, created special challenges for 
employers in achieving organizational targets and created special challenges for the workers who 
did not resign but who were often asked to do more with fewer helpers.

Transformational coaching can help employee job performance by focusing attention on the 
sources of worker dissatisfaction that have given rise to the reasons for a record number of resigna-
tions. Workers seek meaning in what they do. Workers seek development. Workers want to serve 
customers they care about. Workers do not want to feel so much pressure in their work that they 
experience burnout.

How Transformational Coaching Relates to 
Performance Enhancement and Improvement

Performance improvement—sometimes called Human Performance Technology (HPT) or Human 
Performance Enhancement (HPE)—is a method or approach by which to help individuals, teams, 
departments, divisions, and organizations achieve better results. Typically performance improve-
ment is carried out in a systematic way.

HPI focuses on identifying and solving problems with human performance or taking advan-
tage of opportunities for improving performance.
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Performance improvement is based on several key assumptions, and they are worth 
summarizing:

 ◾ Human performance is complex.
 ◾ Organizations are more responsible for achieving results than individuals are. Since orga-

nizations are controlled and guided by management, management bears the chief respon-
sibility for creating a work environment where people want to perform, can perform, are 
rewarded for performing, and are adequately equipped with the tools and other resources 
they need to perform.

According to performance improvement, training should always be the solution of last resort to 
solve problems with people because training is the most expensive solution. Typically, less-expensive 
solutions about performance problems center on providing more resources (time, money, and 
people), clarifying work goals, giving feedback to workers on what they should do to improve, 
offering new tools or equipment, providing clearly assigned responsibility, changing incentives 
or rewards, offering opportunities for practice, examining and trying to improve worker engage-
ment, and much more.

Performance improvement is important because it focuses attention broadly on the causes of 
performance problems or where human performance can be improved. It is thus geared to increas-
ing productivity and decreasing needless expenses. By doing that, it helps organizations to build 
an environment conducive to performance, and it matches the most appropriate solution to the 
underlying cause of a performance problem.

There are essentially two occasions when performance improvement can be used: (1) When 
other people request help; and (2) When other people do not request help. In the first situation, 
someone asks for help to solve a human performance problem. In the second occasion, nobody 
asks for help, but someone is looking for ways to improve performance.

Applying Performance Improvement When Other People Request Help

A client—the person with the problem, who is usually a line manager—has a problem and asks for 
help in solving it. This situation is the most commonly encountered by most performance consul-
tants—that is, those who apply performance improvement.

The problem that elicits the plea for assistance is called a presenting problem. It might be the 
real source of the trouble but may instead by a symptom (a consequence or result of) of another 
problem. To discover, those applying performance improvement should ask questions about it and 
should thereby engage in troubleshooting or performance analysis:

 ◾ Who has the problem?
 ◾ How many people are affected?
 ◾ Who are they exactly?
 ◾ What is the problem?
 ◾ What do you think caused it?
 ◾ What effects or consequences are you seeing because of it?
 ◾ What efforts have you made already to solve the problem, and what has happened because 

of that?
 ◾ When did the problem first seem to surface?
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 ◾ When was it first noticed?
 ◾ How was it first noticed?
 ◾ By whom was it noticed?
 ◾ Where is the problem occurring?
 ◾ Is there a difference between geographical areas?
 ◾ Is only one area of the organization affected?
 ◾ How big is the problem in its scope?
 ◾ Why do you think that the problem exists?
 ◾ What is its cause?
 ◾ Why do you think so?
 ◾ How does the manager feel the problem should be solved?
 ◾ Why does the manager believe that proposed solution will attack the underlying cause of 

the problem?
 ◾ What makes him or her think it will succeed?
 ◾ How much is the problem costing the organization as measured by lost time, money, people, 

productivity, and other losses?
 ◾ How much will the organization gain by solving the problem?
 ◾ How much will it cost to plan, implement, and evaluate a solution?

These questions could also be posed to worker groups—and not just managers—who are experi-
encing one or more noticeable problems. If these questions are not asked, then the performance 
consultant may reach the wrong conclusions about

 ◾ Who is involved with the problem
 ◾ What the problem is
 ◾ When the problem became apparent
 ◾ Where the problem is affecting performance
 ◾ How the problem should be solved
 ◾ How much the problem is costing the organization in time, money, effort, and productivity

If these questions are not asked, managers may immediately make a logical leap to request a solu-
tion—such as training—when training is not at all appropriate. Consider the following dialogue:

Manager:    My employees need training on writing.
Consultant:  How do you know they need training? I wonder if we could backtrack a moment 

for my benefit so I  get this clear. Tell me what is happening and what should be 
happening.

In this exchange of dialogue, the manager has jumped to the conclusion that training (a solution) 
is appropriate to solve a problem unknown to the performance consultant.

Applying Performance Improvement When Nobody Requests Help

Managers and other decision makers do not always ask for help. They may not even go to a per-
formance consultant.
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In these more difficult cases, the performance improvement consultant should take initiative 
to visit key line managers. This amounts to prospecting for business. The performance improve-
ment consultant should ask such questions as these:

 ◾ What are the biggest business problems you are facing in the organization—and in your 
area of responsibility?

 ◾ How are they affecting your business?
 ◾ What have you tried to do to solve the problems, and what happened because of your efforts?
 ◾ Who is affected by these problems, and how are they affected?
 ◾ When have you noticed these problems?
 ◾ Where have you noticed these problems?
 ◾ Why do you believe these problems exist?
 ◾ What is the root cause (or causes) of the business problem?
 ◾ How do you believe that the cause(s) of these performance problems should be addressed?
 ◾ Why do you think so?
 ◾ How much is the problem costing you?
 ◾ How would you estimate its effects on the organization?

Using the answers to these questions, the performance improvement consultant should be able to 
prepare a proposal to address the “business problems” as far as they are affected by humans.

How Does Transformational Coaching Relate 
to Performance Improvement

Creative thinking is crucial to success in performance improvement. Performance coaching, by 
encouraging people to achieve breakthrough thinking in their way of living or working, can 
inspire insight and creative thinking. In this way, transformational coaching relates to perfor-
mance improvement.

Key Takeaways

 1. Managers often use the term performance so it suggests that it is an easy concept to under-
stand. But it can be far more complex than is commonly understood. Performance can mean 
results, behaviors, outcomes, and outputs. Performance may include alignment with values 
and/or ethical requirements.

 2. The High Performance Workplace (HPW) is a work setting where workers can perform 
to their peak of productivity with minimal restrictions and optimal encouragement and 
support.

 3. There are two major ways to identify the characteristics of the HPW for your organization: 
(1) The descriptive approach involves interviewing workers and managers, asking them a few 
important questions; (2) the prescriptive approach involves importing research-based descrip-
tions of the HPW and then rating your own organization against them.

 4. Transformational coaching is not the sole approach to achieve high performance for indi-
viduals or to build a transformational coaching culture for organizations. But it is a powerful 
approach that can help in that respect.
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 5. Performance management is a process by which the performance of organizations, divisions, 
departments, teams, and/or individuals is managed to meet or exceed planned targets.

 6. Performance improvement—sometimes called Human Performance Technology (HPT) or 
Human Performance Enhancement (HPE)—is a method or approach by which to help indi-
viduals, teams, departments, divisions, and organizations achieve better results.

 7. Performance coaching, by encouraging people to achieve breakthrough thinking in their 
way of living or working, can inspire insight and creative thinking. In this way, transforma-
tional coaching relates to performance improvement.

Discussion Points and Coaching Questions

 1. What is performance? Define the term in your own words.
 2. Why is performance important?
 3. What is the difference between individual and organizational performance?
 4. There is a growing trend to eliminate annual individual job performance reviews. Why do 

you think that trend exists? What is taking its place?
 5. What is a High Performance Workplace (HPW), and why might leaders want to establish a 

corporate culture that encourages peak productivity?
 6. What is, or should be, the relationship between job performance and transformational 

coaching?
 7. What is, or should be, the relationship between the HPW and transformational coaching?
 8. What should leaders do to encourage high productivity?
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Chapter 6

Transformational Coaching 
and Talent Development

William J. Rothwell

Overview

This chapter focuses on the relationship between talent development and transformational 
coaching.

 ◾ What is meant by these terms?
 ◾ Why is the term talent so important?
 ◾ Who carries out transformational coaching and talent development?
 ◾ When and where is transformational coaching used in talent development?
 ◾ How is transformational coaching carried out so it contributes to talent development?

In summary, why is transformational coaching so important for talent development?

What Is Meant by Transformational 
Coaching and Talent Development?

In previous chapters, it has been clarified that transformational coaching transcends traditional 
conceptualizations of “coaching.” Transformational coaching speaks to dramatic, galvanizing per-
sonal and/or professional change.

Talent development refers to efforts to help individuals meet the minimum requirements 
to qualify for occupations or jobs, keep meeting the requirements for occupations or jobs 
over time as work requirements change, and prepare for future occupations or jobs at higher 
levels of responsibility or at higher levels of skills (Biech 2018; Caplan 2013; Galagan et al. 
2019).
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Why Is the Term Talent So Important?

The term talent is important because the meaning of the phrase talent development can vary, 
depending on how the term talent is defined. Consider: Dictionary.com defines the word talent 
as follows:

 1. A special natural ability or aptitude: for example, a talent for drawing.
 2. A capacity for achievement or success; ability: for example, young people of talent.
 3. A talented person: for example, the cast includes many of the theater’s major talents.
 4. A group of persons with special ability: for example, an exhibition of watercolors by the local 

talent.
 5. Movies and television: for example, professional actors collectively, especially star performers.

In organizational settings, talent could mean these definitions—and more. Talent can refer to 
the unique abilities with which people are born or what abilities they cultivate through dedicated 
effort and practice. Is talent born or made? The answer is “either or both.” People may inherit 
unique abilities from genetics, but those abilities are only useful when developed and the potential 
is realized. Dedicated effort and practice can also transform mediocre ability to something closer 
to inspired talent.

In many organizations today, there are dedicated efforts undertaken to identify high potentials. 
They are sometimes considered talent. Such people may consist of the top 10 percent of work-
ers who are both good performers and have the potential for accepting greater responsibility. (A 
stricter definition of HiPo would limit the term to the top 1 percent of workers.) They are often 
the focus of leadership development programs or other efforts to ensure organizational continuity 
through succession planning, talent development, or related efforts.

Even in succession planning efforts, there are other ways to understand talent than high poten-
tials only. For instance, high professionals are individuals best at doing one thing in organizational 
settings. A good example would be one engineer who is absolutely the best at performing one kind 
of technical task but is not so good at other tasks. A second example are high performers, indi-
viduals who are the most productive in a team, group, department, or division. Think of the top 
salesperson—the person who consistently gets the most sales. He or she may be a high performer 
but may not be a high potential or a high professional. A third example are people with the most 
social relationships and professional contacts.

Organizational leaders sometimes confuse these groups. They may think a person who gets 
the top results is a high potential. (Not necessarily.) And the person who is absolutely the in-house 
expert at just one thing—a high professional—has potential for promotion. (Not necessarily.)

Another way to think of it is that everyone has talent. Talent refers to a personal best, the one 
thing an individual can do better than others. It is akin to an organizational core competency, a 
strategic strength or the essence of what makes an organization competitive. It is the one thing 
that an organization does better than any other organization in its industry. While organizations 
have core competencies—and they are the essence of competitive advantage—so too do divisions, 
departments, work groups, teams, and individuals. The challenge is to discover those unique com-
petitive strengths and leverage them—first to the individual’s advantage, then to the organiza-
tion’s advantage, and finally to leave a legacy by helping other people, the community, and society.

How can each person’s individual strengths be identified, developed, and leveraged to best 
advantage? Answering that question may be the essence of talent development. It is a difficult 
question, since individuals may not always know their strengths. Why? Simple: What you do 
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better than anyone else comes so naturally to you that you take it for granted, mistakenly believing 
it is nothing special. If it comes that easily to you, it must come that easily to others. That is why it 
may take discussions with other people—peers, significant others, supervisors, mentors, and even 
those reporting to you—to discover individual strengths. Those discussions can occur within the 
context of transformational coaching.

Establishing Measurable Goals

Goal confusion is common in many organizational efforts. It happens because, as a program is 
launched, managers may not agree among themselves on what results they want to see from that 
program.

There are several other reasons goal confusion can arise. First, top managers wear two hats—
that is, they are asked to respond to talent program goals based on two conflicting agendas. Each 
top manager is part of the governing group for their organization. That is one role they play. But 
they are also the senior leader for their own area (division, department, or other work unit) of the 
organization. That is a second role they play. These two roles sometimes conflict, since the needs 
of one division, department, or function for a talent development program may not be the same 
as all the others. That conflict can lead to confusion in talent development program goals if not 
worked out and clarified.

What do we mean by talent development program goals? Goals are the reasons a talent devel-
opment program exists. They are the results sought from the program. Those results should be 
measurable and should also align with the measurable strategic goals of the organization.

In many organizations today, one typical talent development program goal is to groom the 
next generation of leaders to address needs that stem from expected retirements. Baby boom retire-
ments are affecting many organizations around the world—not just those in the United States 
or in the European Union. About one in every five senior executives is eligible to retire. Since 
there is a relationship between age and level on the organization chart—few CEOs are 21 years 
of age—many organizations face a challenge of many senior leaders at, or near, retirement age. 
Compounding the problem is that many organizations have downsized in recent years, which 
has (in turn) reduced the ranks of well-qualified, seasoned middle managers ready through their 
experience to be advanced to the senior executive ranks.

In some other parts of the world—such as Asia-Pacific—the challenge of pending retirements 
is intensified by explosive business growth. In too many cases, organizations are limited in their 
growth potential by not having enough well-qualified talent available internally to fuel their 
expansion requirements. That leads to much “poaching” or “hijacking” of talent externally. Many 
organizations compete for a few well-qualified applicants, which can lead to high turnover and 
bidding wars for salaries and wages in others.

Meeting needs resulting from expected business growth and retirements are by no means the 
only possible goals to be achieved. For instance, some organizations believe that other goals may 
also be important—such as improving the diversity of the workforce at all levels, increasing the 
retention of high potentials, and many other such reasons.

The goals of a talent development program may thus center on desired results. But they are not 
too useful unless made measurable. While it may help to say that a talent development program 
is necessary to meet needs stemming from executive retirements or from business growth, it is 
just not enough. How many people should be prepared over what time frame to meet the business 
needs? When timebound, measurable criteria are added to a reason for a talent development pro-
gram, then it is transformed into a useful, measurable program goal.
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Questions to Consider in Establishing Measurable 
Talent Development Goals

Based on this chapter you may ask yourself these questions about talent development in your 
organization:

 ◾ What does the board of directors believe is the business need that leads to a talent develop-
ment program? What measurable results are sought from the program?

 ◾ What does the CEO believe is the business need leading to a talent development program?
 ◾ What do the CEO’s direct reports believe is the business need leading to a talent develop-

ment program?
 ◾ How well are the answers to the first three questions agreed upon by all the groups? Do they 

share the same goals?
 ◾ Have the goals been made measurable? If so, what are the metrics? Are the metrics the same 

globally, or are there (or should there be) local differences?
 ◾ How much might talent development goals differ globally? Locally?
 ◾ Have the goals been made time-specific with results to be achieved along a specific, agreed 

upon timeline?

Use the worksheet in Table 6.1 to help organize thinking about ways to answer the preceding 
questions.

Table 6.1 Questions to Consider in Establishing Measurable Talent Development Goals. 
Author’s Original Creation.

Questions to Consider in Establishing Measurable Talent Development Goals

Directions: For each question appearing in the left column, provide answers in the right 

column. Circulate this worksheet to gather different perspectives of different organizational 

leaders to try to reach some level of agreement among them.

Questions Answers

1 What does the board of directors believe is the business need 

that leads to a talent development program? What 

measurable results are sought from the program?

2 What does the CEO believe is the business need leading to a 

talent development program?

3 What do the CEO’s direct reports believe is the business 

need leading to a talent development program?

4 How well are the answers to the first three questions agreed 

upon by all the groups? Do they share the same goals?

5 Have the goals been made measurable? If so, what are the 

metrics? Are the metrics the same globally, or are there (or 

should there be) local differences?

6 How much might talent development goals differ across 

national cultures? Locally?

7 Have the goals been made time-specific with results to be 

achieved along a specific, agreed upon timeline?

Source: Copyright 2022 by William J. Rothwell.
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Who Carries Out Transformational Coaching and Talent Development?

Everyone can carry out transformational coaching or talent development—provided they have 
received proper training. While it is possible to facilitate either transformational coaching or talent 
development without training, it is more likely to happen if the coach or the talent developer has 
been trained in effective ways of coaching and developing people.

Different stakeholders play different roles in a talent development program. It is there-
fore important to clarify just what roles will be played by the board of directors (if a publicly 
traded company), the CEO, senior leaders other than the CEO, the human resources (HR) 
department, middle managers, front-line managers or supervisors, and even workers. The 
central question is “who should do what in a talent development program?” That can cause 
problems because, in an organization that has never had a talent development program, 
people may not automatically know what they should do and thus exactly how they should 
play their parts.

If roles are not clarified, then at the end of the year there can be much finger-pointing and 
blamestorming. HR leaders will blame the CEO, senior leaders, and managers for not doing what 
they were supposed to do to make the talent program successful. The CEO, senior leaders, and 
managers will blame HR for failing to single-handedly recruit, select, develop, reward, appraise, 
and retain the most talented people.

Finger-pointing does not get results.
A better approach is to clarify who should do what at the time of program launch.

How Are Roles Clarified?

It is one thing to say that roles need to be clarified; it is another to do that. It is a fair question to 
ask “how is that done exactly?”

There are many ways to do it. But one approach is to call the leaders together for a manage-
ment retreat. A facilitator introduces roles and then asks representatives of each key group—senior 
leaders and CEO, HR, and middle managers—to flipchart out what they should do in the orga-
nization’s talent development program. Each role description reads like a list of work duties or 
responsibilities on a job description. After spending an hour doing that, each group is then asked 
to describe what role they believe they should play to all the other groups. Discussion is encour-
aged. By doing that, role conflicts and role confusion can be avoided.

There are other ways to clarify roles. Often the CEO and the board work together to clarify 
what they should do. Generally, the more involved the CEO is in the effort, the better it is.

And above all, the message must be sent that HR is not responsible for doing everything.

Questions to Consider in Establishing Talent Development Roles

Consider:

 ◾ What should be the role of a board of directors in talent development?
 ◾ What should be the role of the CEO in TD?
 ◾ What should be the role of each senior executive in TD?
 ◾ What should be the role of the HR function or department in TD?
 ◾ What should the role of the learning and development function in TD?
 ◾ What should be the role of each operating manager in TD?
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 ◾ What should be the role of each front-line supervisor in TD?
 ◾ What should be the role of each individual in TD?

Use the worksheet in Table 6.2 to organize your thinking, and that of other people, to answer the 
preceding questions.

Establishing Accountabilities

Accountability is all about accepting responsibility for what has been agreed upon.
When managers are appointed to their positions, they accept responsibility for acting as a legal 

agent (representative) of the organization. What they do—and how they do it—reflects on the 
image of the organization. Job descriptions clarify what duties are associated with that position.

But job descriptions are notoriously incomplete.
Managers must attract, develop, and retain talented people for their organizations. If they try 

to shift that responsibility—to the HR department, for instance—then they are not accepting the 
full responsibility associated with their positions.

Accountability has a moral element to it. If managers accept the job, they also accept the 
responsibilities that go with it. If they fail to carry out those responsibilities, then they are not 
doing their jobs—and they are breaking the contract with their employer.

Table 6.2 Questions to Consider in Establishing Talent Development Roles. Author’s 
Original Creation.

Questions to Consider in Establishing Talent Development Roles

Directions: For each question appearing in the left column, provide answers in the right 

column. Circulate this worksheet to gather different perspectives of different organizational 

leaders to try to reach some level of agreement among them.

Questions Answers

1 What should be the role of a board of directors 

in talent development (TD)?

2 What should be the role of the CEO in TD?

3 What should be the role of each senior 

executive in TD?

4 What should be the role of the HR function or 

department in TD?

5 What should the role of the learning and 

development function in TD?

6 What should be the role of each operating 

manager in TD?

7 What should be the role of each front-line 

supervisor in TD?

8 What should be the role of each individual in TD?

Source: Copyright 2022 by William J. Rothwell.



Transformational Coaching and Talent Development ◾ 93

How Can Managers Be Held Accountable?

While various organizations may establish different measurable goals for their talent development 
programs and while different stakeholders play different roles in such programs, each stakeholder 
must be held accountable for those goals and the stakeholder’s respective roles.

There are many ways to hold people accountable. One way is to reward people for achieving 
their targets. A second way is to punish them if they do not achieve their targets.

There are also creative ways to hold different stakeholders accountable.
In some organizations, senior managers are told that they have measurable talent development 

targets to meet. If they are on an executive bonus plan, then they might be told that 80 percent of their 
annual bonus is contingent on meeting annual production targets and 20 percent depends on meeting 
measurable talent targets for their areas of responsibility. Another way is to make achievement of talent 
targets their Key Performance Indicators—such as KPIs for self-development and for staff development.

Another way to do it is to measure the percentage of Individual Development Plans com-
pleted, the turnover rate of High Potentials (HiPos), and the percentage of people successful upon 
their promotion. If managers fail to achieve their targets, their own future promotions may be 
jeopardized. As one example, the British Civil Service once had a rule that no manager could be 
promoted if he or she had not already developed a successor.

Creative approaches to accountability are only limited by the imagination. In one organization 
I am familiar with, the senior leaders hired an HR auditor. The auditor’s role was similar to that of 
an internal auditor except that the HR auditor focused on each manager’s performance in attract-
ing, developing, and retaining talent. In that organization, the thinking was that managers had 
equal responsibility for financial and human resources and should therefore be audited.

Questions to Consider in Establishing Talent 
Development Accountabilities

Consider:

 ◾ How should the board of directors be held accountable for carrying out its role in TD?
 ◾ How should the CEO be held accountable for carrying out his or her role in TD?
 ◾ How should each senior executive be held accountable for carrying out his or her role in TD?
 ◾ How should the HR function/department be held accountable for carrying out its role in TD?
 ◾ How should the learning and development function be held accountable for carrying out 

its role in TD?
 ◾ How should each operating manager be held accountable for carrying out his or her role in TD?
 ◾ How should each front-line supervisor be held accountable for carrying out his or her role in TD?
 ◾ How should each individual be held accountable for carrying out his or her role in TD?

Use the worksheet in Table 6.3 to organize your thinking, and that of other people, to answer the 
preceding questions.

When and Where Is Transformational Coaching 
Used in Talent Development?

Transformational coaching (TC) is essential to effective talent development if TC is understood to 
mean a helping process that can lead to breakthroughs in new thinking, new mindsets, and even 
new identity for individuals (Rao 2013). To achieve strategic organizational goals, leaders must 
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often think beyond the way things are done today. Changing corporate culture to achieve future 
strategic targets will require breakthrough thinking and breakthrough action.

Transformational coaching is thus an important component of any effort to achieve strategic 
talent development goals. That is essential to achieving organizational strategy goals (Ausmus 2021).

Transformational coaching should thus be planned for any leaders occupying key positions or 
for any key people in the organization. It should be planned from the beginning of the effort to 
pursue organizational strategy. And it should continue throughout the time horizon of the talent 
development effort linked to achieving organizational strategy.

There is no one right or wrong way to carry out transformational coaching. Likewise, there is 
no right or wrong way to carry out transformational coaching to contribute to talent development. 
Transformational coaching can be carried out with individuals and with entire groups of leaders. 
Transformational coaching can center on changing the whole person (or group) or else focus on spe-
cific goals directly related to the talent development structure the organization is using to achieve 
the organization’s strategic planning targets. Even self-coaching is possible if leaders wish to reflect 
on, and meditate about, life-changing ways of performing their work or leading their lives.

Table 6.3 Questions to Consider in Establishing Measurable Talent Development 
Accountabilities. Author’s Original Creation.

Questions to Consider in Establishing Measurable Talent Development Accountabilities

Directions: For each question appearing in the left column, provide answers in the right 

column. Circulate this worksheet to gather different perspectives of different organizational 

leaders to try to reach some level of agreement among them.

Questions Answers

1 How should the board of directors be held 

accountable for carrying out its role in talent 

development (TD)?

2 How should the CEO be held accountable for 

carrying out his or her role in TD?

3 How should each senior executive be held 

accountable for carrying out his or her role in TD?

4 How should the HR function/department be held 

accountable for carrying out its role in TD?

5 How should the learning and development function 

be held accountable for carrying out its role in TD?

6 How should each operating manager be held 

accountable for carrying out his or her role in TD?

7 How should each front-line supervisor be held 

accountable for carrying out his or her role in TD?

8 How should each individual be held accountable for 

carrying out his or her role in TD?

Source: Copyright 2022 by William J. Rothwell.
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How Is Transformational Coaching Carried Out 
to Contribute to Talent Development?

Transformational coaching bears many similarities to other forms of coaching. Many models 
guide the coaching process. Perhaps the most famous is the GROW model, which was briefly 
mentioned in Chapter 4. GROW is an acronym that stands for

 ◾ Goal
 ◾ Reality
 ◾ Obstacles or Options
 ◾ Way forward

There is debate about who first coined the term GROW and how it was coined. But the G stands 
for goal, and that refers to visualizing or visioning the desired end point or target for success. 
R stands for reality or clarifying present conditions. The O can stand for obstacles or options, 
meaning identifying what may stand between the goal and the present reality that may have to 
be addressed to make the dream come true. Options is another way of interpreting the O, and 
it means exploring various means to make the dream come true. W stands for the action plan to 
turn dream to reality by overcoming obstacles and using various options. The GROW model has 
been criticized as being less appropriate for developmental coaching than for targeted performance 
coaching, though some critics disagree with that view.

Research on coaching has identified common characteristics that can guide any form of 
coaching—including transformational coaching carried out to contribute to talent develop-
ment (Carey et  al. 2011). After examining 1,414 published titles related to coaching, authors 
Carey et al. concluded that the critical components of any coaching model consist of five key 
components:

 ◾ The coach-coachee relationship
 ◾ Problem identification and goal setting
 ◾ Problem solving
 ◾ Transformational process
 ◾ Mechanisms by which the model achieves outcomes

Each characteristic deserves elaboration as each applies to transformational coaching and talent 
development.

The Coach-Coachee Relationship

In transformational coaching, the coach serves as questioner, using skillful questioning to stimu-
late life-changing paradigm shifts in how the coachee perceives self, work, life, and everything that 
is important. Socrates was perhaps the first transformational coach, since he posed questions that 
led his students to question their assumptions and rethink what was important.

Establishing effective rapport and building trust is essential to creating a coach-coachee rela-
tionship that will endure over some timespan. And it is rarely possible to bring about life-changing 
transformation in a few minutes, though it is possible to have one conversation that can change 
someone’s life.



96 ◾ Transformational Coaching for Effective Leadership

Problem Identification and Goal Setting

Many coaching sessions focus on a problem. It may be a work-related issue; it may be a per-
sonal matter. But transformational coaching goes the step beyond that to focus on reframing 
how problems are conceptualized. Essential to the transformational coaching relationship is 
that the coach must be capable of stimulating the coachee to look past “in-the-box thinking” 
and to gain perspectives that would not have otherwise been gained if not for the coaching 
experience.

Problem Solving

While traditional coaching centers on identifying and solving problems, it is possible to focus 
around strengths instead (McKie 2014). When so-called appreciative coaching (otherwise known 
as strengths-based coaching) is used, the coach and coachee explore what are the coachee’s great 
strengths in life and work and then try to build on those to create new visions of what is possible 
for the future.

If traditional problem solving is used, then the coach directs the coachee to solving the prob-
lem rather than growing distracted by placing blame on others (or on oneself) or by blaming fac-
tors outside the individual’s control. Focus on what can be controlled and what can be done rather 
than allow distractions to prevail.

Transformational Process

To achieve transformation, individuals—or groups—must be guided by the coach to enhanced 
self-awareness, a reevaluation of perceptions, and a list of new perceptions. The coach helps the 
coachee see the future with optimism rather than pessimism and helps the coachee take responsi-
bility for moving forward with confidence. The coach’s most important role is to help the coachee 
commit to acting for change and accepting the responsibility for the future.

Taking responsibility is essential to talent development. It is impossible to develop oneself or 
leaders in an organization if they are unwilling to accept responsibility and show a willingness to 
act on solving problems or building strengths.

Mechanisms by Which the Model Achieves Outcomes

The mechanisms are the steps taken to achieve results or outcomes. Any coaching experience is 
best managed with a model that guides the coach through the steps to take. The GROW model is 
one such roadmap to guide the coaching process. There can be others. Some models focus on what 
the coach should do; some models focus on the role of the coachee; and some try to encompass 
both players.

Structure or organization is important in any change effort. The structure provides the guid-
ance so progress can be observed and noted.

Talent development, like coaching of any kind, must also be guided by a model. Link 
and align the organization’s talent development strategy to the organization’s strategic plan. 
Transformational coaching adds value by aligning the organizational strategy and talent develop-
ment strategy to individual change.
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In Summary, Why Is Transformational Coaching 
Important for Talent Development?

Talent development is about developing the entire workforce of an organization. It can focus on 
one person at a time, or it can focus on building important competencies or capabilities for the 
organization to achieve its strategic goals. Transformational coaching is about achieving inno-
vative breakthroughs, new ways of working and living (Barner and Ideus 2017). It is critically 
important to talent development to achieve organizational and individual goals. Transformational 
coaching is a way to bring about quantum leap change with people (Stanier 2016).

Key Takeaways

 1. Transformational coaching speaks to dramatic, galvanizing personal and/or professional 
change.

 2. Talent development refers to efforts to help individuals meet the minimum requirements to 
qualify for occupations or jobs, keep meeting the requirements for occupations or jobs over 
time as work requirements change, and prepare for future occupations or jobs at higher lev-
els of responsibility or at higher levels of skills.

 3. The term talent is important because the meaning of the phrase “talent development” can 
vary, depending on how the term talent is defined.

 4. Everyone can carry out transformational coaching or talent development—provided they 
have received proper training. While it is possible to facilitate either transformational coach-
ing or talent development without training, it is more likely to happen if the coach or the 
talent developer has been trained in effective ways of coaching and developing people.

 5. The goals of a talent development program may thus center on desired results. But they are 
not too useful unless made measurable.

 6. Everyone has a role to play in talent development.
 7. Accountability is all about accepting responsibility for what has been agreed upon.

Discussion Points and Coaching Questions

 1. How would you define talent in your own words?
 2. How would you define talent development in your own words? How does it differ from talent 

acquisition, talent engagement, and talent retention?
 3. What special knowledge, skills, attitudes, or other characteristics would be needed to carry 

out talent development? Transformational coaching?
 4. What are the advantages and disadvantages of using transformational coaching as an 

approach to talent development?
 5. Many talent development professionals are familiar with the 70–20–10 rule in which 

70 percent of development should occur through on-the-job learning; 20 percent should 
occur through social media and social learning; and only 10 percent should occur through 
planned on-the-job, near-the-job, or off-the-job learning. How would you classify transfor-
mational coaching as part of the 70–20–10 rule? Why might that be important?
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 6. Could transformational coaching be carried out quickly, making it a method of microlearn-
ing? Why or why not?

 7. How should transformational coaching be used as part of a strategic plan for learning?
 8. How might transformational coaching approaches be different across national cultures?
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TRANSFORMATIONAL 

COACHING THEORIES, 

METHODOLOGIES, AND 

TRANSFORMATIONAL 

COACHES

Transformational coaching is embedded from a variety of disciplines, principles, concepts, and 
practices, including but not limited to athletic coaching, psychological theories, adult learning 
theories, modern education approaches, holistic and humanitarian psychology, management con-
cepts, and the self-help approaches. Part III briefly explores some of these theoretical and abstract 
foundations of transformational coaching by investigating approaches, theories, practices, and 
disciplines.

Chapter 7. Contributions to Implementation 
of Transformational Coaching

Chapter 7 provides brief explanations and descriptions of some of the most used theories, prac-
tices, and approaches by coaches who practice transformational coaching.

Chapter 8. Transformational Coaching Integration Model

What is a coaching model? And what is the Transformational Coaching Integration Model? These 
topics are discussed in Chapter 8.

III
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Chapter 9. Transformational Coaching Methodologies

Chapter  9 covers the purpose of transformational coaching and participants’ expectations of 
transformational coaching, including what transformational coaches must offer.

Chapter 10. Transformational Coach

Mindset, principles, knowledge, skills, and competencies of transformational coaches, including 
their presence and agility, are addressed in Chapter 10.
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Chapter 7

Contributions to 
Implementation of 
Transformational Coaching

Behnam Bakhshandeh

Overview

As we mentioned at the beginning of this book, the concept of professional coaching for individu-
als and groups is rooted and evolved from a range of engrained disciplines, principles, concepts, 
and practices. Some of the primary coaching models originated from the concept of athletics 
coaching, different psychological theories and therapies, adult learning theories, modern educa-
tion approaches, holistic and humanitarian psychology, several new management concepts, and 
the self-help approaches to personal and professional individuals and group development.

This chapter attempts to briefly explore some of the theoretical and abstract foundations of 
transformational coaching by exploring some approaches, theories, practices, and disciplines that 
influenced, contributed to, and added to the development and implementation of transforma-
tional coaching.

Even though the coaching approach is widespread around the world among personal and pro-
fessional development professionals, coaching continues to be generally misconstrued. Professional 
coaches attribute this confusion to the fact that many people who developed coaching concepts 
have used and mixed many disciplines, techniques, practices, and approaches, which originate 
from various sources, making understanding what is coaching a little unsettling and difficult to 
understand.

Professional coaching is becoming one element of modern society and a growing phenomenon 
that entices different people from different layers of society and a variety of disciplines (Lasley et al. 
2015). Brock (2008) predicted that the concept of coaching would become one of the elements and 
fabrics of modern society and people’s interconnection through the enhancement of human rela-
tionships. Given this fundamental phenomenon, transformational coaching professionals greatly 

DOI: 10.4324/9781003304074-10

https://doi.org/10.4324/9781003304074-10


102 ◾ Transformational Coaching for Effective Leadership

prioritize partnership and collaboration between coaches and participants, which has helped to 
create leading ideas and results-oriented practices (Rogers 1995).

This chapter will cover brief explanations and descriptions of some of the most used theories, 
practices, and approaches by coaches practicing transformational coaching:

 ◾ Transformation theories
• Cognitive transformational theory
• Transformational leadership theory
• Transtheoretical model of behavioral change
• Conscious and competence theory
• Transtheoretical model of self-change

 ◾ Ontological approach
 ◾ Educational theories and approach

• Dewey’s change theory
• Adult learning theory
• Experiential learning
• Learning styles
• Immunity to change

 ◾ Applied behavioral science
 ◾ Cognitive behavioral theory
 ◾ Psychological theories and approaches

• Positive psychology
• Humanistic psychology
• Psychosynthesis
• Existential therapy
• Gestalt therapy
• Awareness integration model

 ◾ Emotional intelligence
 ◾ Management theories and models

• Process consulting
• Managing transitions
• Theory X and theory Y
• The force field theory
• Client-centered approach

 ◾ Nonviolent communication

Transformation Theory

To distinguish between change and transformation, it will be beneficial to investigate Rorty’s 
(1989) concept of “redescription.” “Rorty conceptualizes transformation as a redescription of our-
selves, our situation, and of our being in the world, similar to what Mezirow refers to as a perspec-
tive transformation” (Eschenbacher 2019, 255). Rorty’s approach to changing vocabularies in the 
language used by individuals will provide a context that grants individuals clear characteristics 
and distinctions among the notion of change and transformation. “Rorty’s vocabularies are more 
than just the way we describe ourselves and the world we live in; vocabularies are linguistic hous-
ings of certainty and clarity” (Eschenbacher 2019, 255). Rorty (1989) underlined “that the human 
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self is created by the use of a vocabulary rather than being adequately or inadequately expressed in 
a vocabulary” (7). With our words, we are creating our world (Bakhshandeh 2009).

Wiltshire et al. (2014) pointed to many decades of research funding that supports the view that 
as individuals develop proficiency, they are inclined to obtain a profound theoretical understand-
ing and awareness that aids them in focusing their attention on what they might see as meaningful 
signals and noticing particular patterns and some shifting patterns with somewhat of an under-
standing of their consequences. This understanding, or being present per se, allows individuals to 
predict what is coming and take preemptive action while evaluating the potential consequences of 
their choices. Being present to what is there is, in some shape or form, the beginning of personal 
transformation (Bakhshandeh 2015).

Cognitive Transformational Theory

Klein and Baxter (2006) explained a propensity for individuals to perceive the concept of learning 
as the passive accretion of factual and objective knowledge and knowledge that accumulates from 
repeating routines and procedures, which in both cases becomes progressively flowing with practice.

They imply that teaching and training practices that rely on this form of learning as their 
objective are inadequate because they do not focus on or adequately facilitate expertise 
acquisition. Rather, to the extent these teaching practices contribute to expertise, it is the 
routine form of expertise.

(Wiltshire et al. 2014, 220)

With cognitive transformational theory, Klein and Baxter (2006) encouraged a different 
direction to accumulate expertise, and suggest teaching practices that support such an approach. 
According to the cognitive transformational theory, the pathway to accumulate expertise is learn-
ing factual, objective, and technical knowledge and one’s capacity to identify recognizable patterns 
(Wiltshire et al. 2014). To support these plausible and useful changes, the cognitive transforma-
tional theory proposes four fundamental teaching practices:

 1. Diagnostic evaluations that detect defects in learners’ mental types
 2. Learning purposes that underscore sense making and promote reflection of new learning 

approaches so greater mental types are developed and modified
 3. Practice that integrates sense making to give learners experience and knowledge of figuring 

the relationship between information and its related contexts
 4. Instant nondisruptive feedback encourages sense making and supports the learner to seek 

knowledge and interpret any negative self-feedback
(Wiltshire et al. 2014, 221)

Transformational Leadership Theory

Leadership is one of the essential elements of organization development, motivating employees, 
and organizing an organization’s resources to accomplish its vision and mission. Leadership is 
vital for growing innovation, improving employee engagement, enhancing performance, and 
increasing productivity. Different leadership models have been suggested as qualifications of 
leader effects with Bass’s (1985) (1) transformational, (2) transactional, and (3) laissez-faire (or 
full-range) leadership theory, which is one of the most-researched modern-day leadership theories 
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(Antonakis and House 2014). Antonakis and House (2014) underline an important element 
of the leadership role in an organization: “Using precepts of functional (as well as pragmatic) 
leadership theory, we argue that beyond transformational and transactional-oriented influence, 
effective leaders must also ensure that organizations adapt to the external environment and use 
resources efficiently” (747).

However, successful organization leadership or management is not only about applying influ-
ence on employees’/organizations’ interpersonal level but also on providing proficiency and knowl-
edge on recognizing and executing solutions for many complex internal and external issues, such 
as the influence of social issues with the workforce and any related impact of workforce’s work 
and jobs (Antonakis and House 2014). Managements’ understanding of transformational coach-
ing and its relevancy to employees’ performance and productivity has a major role in their ability 
to be present to what is happening with their people, provide coaching and mentoring, and be 
able to recognize the root cause of the issues they are dealing with. Antonakis and House (2002) 
described this style of leadership as “instrumental leadership,” a type of expert-based leadership 
power and influence (Day and Antonakis 2012).

Bass (1985) builds and develops further on Burns’s (1978) conceptualization of distinguish-
ing between transactional and transformational leaders. While this theory has been through 
several revisions during the last 30 years, its characteristics still continue to be relevant and 
informative for people who would like to learn more about leadership theories (Dobbs and 
Walker 2019).

Transactional Leaders

According to Bass (1985),

Transactional leaders are cognizant of what followers want to get from a particular relation-
ship, and they try to ensure that followers get what they want, provided their performance 
contributes to what the leader wants from the relationship. This “responsiveness” to follow-
ers’ self-interest is leveraged for performance.

(11)

Transformational Leaders

Bass (1985) described transformational leaders as those who

achieve transformation by “raising [the] level of consciousness about the importance and 
value of designated outcomes,” enabling followers “to transcend [their] own self-interest 
for the sake of the team, organization, or larger polity” by, amongst other things, “altering 
[their] need level . . . or expanding [their] portfolio of needs and wants.”

(20)

Conscious and Competence Theory

According to W.C. Howell’s (1982) conscious and competence learning theory, there are four 
categories of consciousness we might go through as we are learning something or attempting to 
transfer ourselves or a situation (Howell and Fleishman 1982).
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Howell’s Four Stages to Learning

Howell (1982) described the mentality of individuals in these four stages (see Figure 7.1):

Unconscious incompetence: At the state of being “unconsciously incompetent,” people don’t 
know what they don’t know. They are missing knowledge and lack the skills to recognize 
questions in the concept at hand; ultimately, they are oblivious to their lack of knowledge 
and competency.

There is a possibility of people staying in this state for a long time because they are not suf-
ficiently competent to realize: (1) they think they are incompetent, (2) they actually could be 
incompetent, and (3) there are more competent people than they.

Figure 7.1 Howell’s Pathway to Learning a New Skill.

Source: Adapted from Howell (1982); Howell and Fleishman (1982).
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In this state, individuals might be in one of these two places: (1) being oblivious to their situa-
tion, as people say, “ignorance is bliss,” merrily naive, and not recognizing that they are incompe-
tent; or (2) they may be pretending and acting as they are competent at their situation.

Conscious incompetence: At the state of conscious incompetence, people recognize that 
they are not as competent, knowledgeable, or skillful as they thought they were or as an 
expert they could be. The shift from unconscious incompetence to conscious incompe-
tence can be a surprising and an unexpected realization when individuals meet someone 
who is undoubtedly more knowledgeable and competent than they are, or when a fam-
ily member or a close and trusting friend “holds up a mirror” per se, to their unrealistic 
capability.

People can stay in this state for an extended period unless, because of their realization, they 
display acts of willpower to learn skills and show determination to move their level of incompe-
tence to competence, which depends on their level of acceptance of their incompetence.

Conscious competence: Developing into the state of consciously competent usually is 
time-consuming, given that people progressively learning about the new skills and com-
petencies, going through more formal learning opportunities, or accumulating experi-
ence. The fact in the matter is the length of this state depends on (1) the complexity of 
the concepts of new knowledge or skills, and (2) how much knowledge the individuals 
need and how talented they are in consuming the information and skills to become 
competent. This is when individual commitments and perseverance would make a 
difference.

Unconscious competence: This is when people finally get to a point where they no longer need 
to pay too much attention to what they are doing. Their knowledge becomes their second 
nature and they rely more on their intuition and automatic reaction.

Transtheoretical Model of Behavioral Change

The transtheoretical model or TTM self-change model was developed by a psychologist named 
James Prochaska, PhD, during the 1990s to deal with smoking addictions. Prochaska et al. (1992) 
conducted a study that resulted in an integrated effect and influence of 18 varieties of psycho-
therapeutic and behavioral change models. Hence, the name of the model is transtheoretical, but 
it includes six stages of change (Prochaska and Bess 1994).

As we mentioned earlier, one of the primary structures of the transtheoretical model, or TTM, 
is its “stages of change,” which is used to apply the behavioral change for developing individuals 
or groups. This model and its stages of change could apply while individuals or groups are going 
through the progress and facing what is occurring during each stage.

Table 7.1 depicts the six stages of change.

Processes of the Transtheoretical Model of Change

Though the stages of the transtheoretical change model are useful in describing each stage, 
when and how the changes for individuals in areas of behavior, cognition, and emotion are 
taking place, the processes of such behavioral change assist readers or people with interest in 
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Table 7.1 Six Stages of the Transtheoretical Model of Behavioral Change.

Six Stages of the Transtheoretical Model of Behavioral Change

Stage Name Descriptions

One Precontemplation At this stage, individuals are not present with the problems or 

thinking about the needed changes. They see no need for 

behavioral changes because they see no issue or probable risk 

about their actions and behaviors. Even if they try to 

implement changes, usually, they get discouraged and quit 

after several unsuccessful attempts and move back to the 

precontemplation state.

Two Contemplation As individuals learn of their risky and unworkable behavior, 

they move into the contemplation stage by expressing their 

want to change a certain behavior. During this stage, 

individuals examine the benefits or damages related to 

keeping the problematic behavior or changing such 

behavior.

Three Preparation At this stage, individuals realize their attempts to implement 

the behavioral changes to outweigh the dangers of not 

changing. Many people in this stage have tried to change 

their behavior but have failed, usually because they are not 

committed to the plan of action. Many existing and 

traditional action-oriented behavior change courses can be 

used at this stage.

Four Action At this stage, individuals show actual changes in their 

targeted behavior. Many other behavioral change programs 

start from an action plan, while TTM will be in its halfway 

place in the program. Relapsing and regressing to earlier 

stages are common in this stage. Keeping individuals on 

their action plan and consistency is challenging at this stage.

Five Maintenance As individuals accomplish their action plan, they are moving 

to this stage. The risk of relapse is lower, and people can 

continue with their commitment with fewer efforts while 

they are more engaged in change.

Six Termination This is the stage when individuals are completely taking over 

their attempt to behavioral change and “kick the habit” per 

se. There is still a risk of relapse, even at the last stage of 

change progress.

Sources: Adapted from Prochaska, DiClemente, and Norcross (1992); Prochaska and Bess (1994); 
Prochaska (2020).

understanding how these changes transpire. According to Prochaska and Bess (1994), there 
are ten covert and overt processes (please see Table 7.2), which are divided into two categories 
of (1) cognitive and affective experiential process and (2) behavioral processes. These ten pro-
cesses need to be employed to deliver successful progress of change and accomplish the desired 
individual and group behavioral change. Table 7.2 presents these ten processes under the two 
designated categories.
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Table 7.2 Processes of the Transtheoretical Model of Change.

Processes of the Transtheoretical Model of Change

Categories # Processes Descriptions

Experiential 
Processes

1 Consciousness Raising Increasing understanding, information, 

knowledge, and awareness by the individual 

about their problematic behavior.

2 Dramatic Relief Individuals understand their emotions about 

their problematic behavior and availability of 

treatments and resolutions.

3 Environmental 

Reevaluation

Assessment of individuals understanding and 

awareness about the impact of their 

problematic behavior on their environment.

4 Self-Reevaluation Increases individuals’ self-assessment of their 

cognitions and emotions regarding themselves 

and problematic behavior.

5 Social Liberation Increases individuals’ efforts to reduce their 

earlier problematic behavior in society.

Behavioral
Processes

1 Reinforcement 

Management

Rewording and acknowledging individuals’ 

positive behavioral changes.

2 Helping Relationships Individuals display trust and conduct open 

discussions about their problematic behavior 

with their supporting network.

3 Counterconditioning Individuals’ problematic behavior is replaced by 

positive alternative behaviors.

4 Stimulus Control Individuals are in control of potential stimuli 

that would trigger relapse on the change 

progress, but they can avoid them.

5 Self-Liberation Individuals continue choosing the positive 

course of actions to alter the problematic 

behavior and commit to their choice.

Sources: Adapted from Prochaska (2020); Prochaske and Bass (1994).

Ontological Approach to Transformational Coaching

The ontological approach to coaching branches from the work and philosophies of Martin 
Heidegger, in combination with other works from J.L. Austin and John Searle with contributions 
of Humberto Maturana, Fernando Flores, and Rafael Echeverria. Martin Heidegger, especially 
in his groundbreaking book Being and Time (1953), studied the human condition and state of 
being regarding everyday living. In addition, Austin and then Searle established a philosophy of 
language, which regards language as not only descriptive but also performative and deeply action 
oriented (Sieler 2005).

The ontological approach to transformational coaching is generally centered on individuals’ 
interpretation about and around four primary domains, (1) language, (2) emotions, (3) body, and 
(4) behavior (Sieler 2005). A transformational coach with competencies and skill in ontological 
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coaching would be proficient at observing not only their coachees but also themselves in addi-
tion to other people in respect to these four domains, providing interventions in such domains to 
convey shifts in participants’ state of being (Bakhshandeh 2009; Sieler 2007). We will discuss the 
ontological approach of coaching in much deeper detail in the next chapter.

Observing

The internal link between observing our way of being forms our behaviors. As Sieler (2005) 
explained, individuals act and react based on how they observe circumstances around them, “Our 
Way of Being fluctuates daily, depending on our levels of energy, as well as our moods, and the 
impact of events and circumstances” (4). However, the experience and act/react varies among 
individuals, based on their deep ingrained way of being, because of life experiences, and learning, 
which are much invisible to others. That way of being operates underneath the cover of what they 
expose to the world around them (Bakhshandeh 2009). However, that way of being runs our day-
to-day existence and has the strength to shape how we perceive reality and therefore respond to 
every situation in our lives, at home or at work. “Our Way of Being silently and invisibly informs 
us how to observe and engage with the world” (2005, 4). In a general sense, people have distinctive 
ways of being human observed by others. Human beings share many ways of being that are com-
mon among others. According to Sieler (2005), “Ontological Coaching is based on an interpreta-
tion that Way of Being is an interrelationship between language, emotions and physiology. This is 
the basic model of Ontological Coaching” (8). (See Figure 7.2).

Emotions and Moods

The ontological approach to transformational coaching focuses on the fundamentals and sig-
nificance of one’s emotions. Our emotions and moods saturate most of our day-to-day lives. Our 
moods are constantly formed by our perception of what we are seeing, hearing, and acting on. Our 
mood helps create our perceived reality much differently from what is real. By understanding and 
being aware of our moods and emotions, their impact on our lives, the pros and cons of having 
them, and the prices we are paying or have paid for it because of our ways, we can disregard the 
existing mood and create a new one (2005).

Language (Listening and Speaking)

The science of ontology has a distinct and much greater approach to language. Ontology works 
from the viewpoint and the assumption that human language is crucial to how our perceptive 
realities are being created. Humans are creatures of inventing what is mostly imagination of their 
minds, emotions, and moods by using language to create such a reality, when they are speaking 
as well as while they are listening. An ontological approach to transformational coaching supports 
participants in recognizing various ways of partaking in their language to produce more practical, 
positive, and workable realities in their day-to-day lives (2005).

Body and Physicality

Another powerful and essential assumption on the ontological approach is that  our body and 
physicality, such as our muscle tightness, postural placement, and our breathing, significantly play 
an impactful role in our awareness, perception, and learning and how we apply the change (2005).
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Figure 7.2 The Five Areas of Observation in the Ontological Approach.

Source: Adapted from Berto and Plebani (2015); Sieler (2005).

Way of Being

Our behaviors reinforce and reveal our way of being. The expression way of being refers to how we perceive 
the world and how we either act or react to our perceived reality in time. How we experience the world 
is the byproduct and reflection of how we observe people, objects, events, and circumstances (2005). 
When we look closely, without judgment or attachment, a good deal of our relationship dysfunctions at 
work and at home are caused by our lack of ability to separate reality from interpretations and the act of 
adding or subtracting meanings to what is happening and what we are observing from not being able 
to act or behave in ways that produce the results we want (Bakhshandeh 2015; Bakhshandeh 2009).
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Behavior

According to Berto and Plebani (2015) and Sieler (2005), a result of mixing emotions, language, 
and bodily experiences causes people to be in a certain way and they therefore learn to behave in a 
certain way (see Figure 7.2). In transformational coaching, a professional coach will assist partici-
pants in distinguishing such experiences and decisions and guide participants to alter their ways 
of being and behaviors by pointing out their responsibilities and accountabilities for the outcomes 
of such ways of being and related behaviors.

Difference between Feelings and Emotions

Given that throughout this book we have mentioned feelings and emotions, it will be a good 
time to discuss the difference between feelings and emotions. Generally, the terms feeling 
and emotion are used synonymously; however, the fact is, according to professional psy-
chologists, they are not interchangeable. While both feelings and emotions have compara-
ble components, there is a noticeable distinction between them. According to Wake Forest 
University (2022): “A fundamental difference between feelings and emotions is that feelings 
are experienced consciously, while emotions are manifested either consciously or subcon-
sciously. Some people may spend years, or even a lifetime, not understanding the depths of 
their emotions” (n.p.).

Allyn (2022) described the key differences among feelings and emotions:

 ◾ Even though the public uses them interchangeably, emotions and feelings are different.
 ◾ Emotions are triggered by sensations in people’s bodies, therefore are real-time collectable 

data. While feelings could be subjective and influenced by mental misunderstandings.
 ◾ Emotional awareness can be developed, and ultimately can help avoid reactivity behavior 

caused by feelings because of false beliefs and perceived reality.

In the next chapter, we will discuss ontology and ontological approaches to coaching in much 
deeper levels.

Educational Theories and Approach

Educational theories and models are other useful tools for implementing transformational coach-
ing. Given that learning and application of new concepts are similar to process education and 
learning, transformational coaches use educational theories and models to transfer the knowledge 
to their participants.

In this section, we briefly cover some of the educational theories contributing to transforma-
tional coaching.

Dewey’s Change Theory

John Dewey was a notable contributor to educational theories and educational reform history. 
John Dewey’s theory underlines that learners experience reality as it is; this means that stu-
dents or adult learners must adjust themselves to their environments to learn (Dewey 1934). 
Dewey’s view of the ideal learning environment is one of sharing experiences between stu-
dents and the teacher together that produces additional value for both. This idea dramatically 
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influences a positive, effective, and transformative relationship between managers and 
employees, which is the most central concept of Dewey’s work experiences (Johnson 2010). 
The concept of one’s experience relates to the transformation of learner and teacher’s relation-
ship, which is among subject (the learner) and environment (class, work, and the teacher, or 
manager), which happens because of dysfunction or breakdown caused by unworkable and 
disruptive behavior.

According to Petit and Ballet (2021), the unworkable behavior arises because either (1) the 
environment runs in conflict to the learner’s needs, or (2) because the learner’s needs conflict with 
the interests of the learning or working environment, or (3) because the learner’s and environ-
ment’s needs are communally mismatched. “This uncertainty indicates a desire for change on 
the part of the subject in the interest of restoring equilibrium: ‘[I]inner harmony is attained only 
when, by some means, terms are made with the environment’ (Dewey 1934, p. 17)” (Petit and 
Ballet 2021, 659).

Adult Learning Theory

The close similarities between adult learning theory and transformational coaching began in the 
1960s when the concept of “life-catching” sparks from adult learning programs, and subsequently 
it was growing in societies (Chuang 2021). In the relationship between adult learning and trans-
formational learning, Mezirow distinguishes transformative learning as “the process of learning 
through critical self-reflection, which results in the reformulation of a ‘meaning perspective’ to 
allow a more inclusive, discriminating, and integrative understanding of experience. Learning 
includes acting on these insights” (Cox 2015, xii).

Mezirow’s (1990) theory underscored the position of experience in learning and particu-
larly how it influences learning needs. According to Cox (2015), Mezirow claimed that “in 
transformative learning it is the need that creates a starting point for dialogue involving critical 
examination of assumptions, or meaning perspectives, underpinning deep-rooted value judg-
ments and expectations” (27). In 1973, Malcolm Knowles created principles of adult learn-
ing to strengthen the layout of adult learners’ classes. Many of these principles are aligned 
with modern coaching principles used in the coaching industry and transformational learning 
(Rachal 2002).

Knowles et  al. (1988) adult learning principles are listed in Table  7.3. Others are listed in 
Rothwell (2020). Knowing these principles would assist transformational coaches and managers 
to pay attention to what would work for adult clients and participants in an individual or a group 
coaching.

Experiential Learning

The basis for the experiential learning theory is learning from experience. Experiential learning 
concentrates on the notion and promotes actual experience as one of the best ways to learn things. 
Those learning and experiential experiences will be engraved in our minds and help us preserve 
information and remember the details (Kolb and Fry 1975).

Kolb’s Experiential Learning Theory

David Kolb published the experiential learning theory and its related model in 1985. Kolb credited 
his work to influences from John Dewey, Kurt Lewin, and Jean Piaget. The experiential learning 
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Table 7.3 Knowles Principles of Adult Learning.

Knowles Principles of Adult Learning

# Principles Descriptions

1 Engagement Adult learners want to be engaged when learning and discover the 

knowledge by themselves through inquiries.

2 Life Experiences Adult learners desire to link their learning experience to their life 

and career experiences. This helps them to learn better from the 

new learning knowledge.

3 Goal Orientation Adult learners are mostly goal oriented, and they are aware of what 

they want to accomplish and why.

4 Reasons Adult learners want to see a reason or a purpose for the new 

learning and how it applies to their lives or relates to their jobs.

5 Qualities Adult learners would rather focus on the qualities and attribution of 

the learning beneficial in their lives, personally or professionally.

6 Respect Adult learners care about the display of respect and appreciation for 

their experience and what they are bringing to the learning process.

Sources: Adapted from Knowles et al. (1988); Knowles (1984).

theory focuses on four learning stages (see Table 7.4): (1) concrete learning, (2) reflective observa-
tion, (3) abstract conceptualization, and (4) active experimentation.

The first two stages of the cycle involve grasping an experience, and the second two focus 
on transforming an experience. Kolb argues that effective learning is seen as the learners go 
through the cycle and that they can enter into the cycle at any time.

(WGU 2020, n.p.)

Table 7.4 Stages of Kolb’s Experiential Learning Theory

Stages of Kolb’s Experiential Learning Theory

Stages Titles Descriptions

One Concrete Learning This occurs when a learner goes through a new experience or 

understands a previous experience in a new and fresh light.

Two Reflective 

Observation

This is the next stage where the learners personally and 

independently reflect on their learning experience. They will 

view what they experience and their understanding of such 

experience to reflect on what such experience means to them.

Three Abstract 

Conceptualization

This stage comes about when the learners construct new ideas 

or modifies their past thinking based on the new experience 

and their personal reflection on such experience.

Four Active 

Experimentation

This stage occurs when the learner relates the new ideas to 

the actual world application around their lives or career and 

experiments if there are needs for any adjustments.

Source: Adapted from WGU (2020).
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Transformational coaches or managers attempting to use this approach to transform indi-
vidual learning will encompass participants’ experiential learning in their coaching process where 
participants will learn new coaching concepts through:

 ◾ Collecting knowledge by reading and listening to lectures or workshops
 ◾ Presenting and demonstrating new concepts by watching coaches or trainers demonstrate 

the new concept or process
 ◾ Practicing the concept by experimenting with the new concept’s process or skills they learned
 ◾ Reflecting on their learning experience by capturing their insights and realizations about 

themselves and about the experience
 ◾ Applying new learning and potential modification of actions

Learning Styles

Learning styles was developed by Rita Dunn and Kenneth Dunn around the 1970s and became 
one of the most used classifications of individual learning styles. According to Dunn et al. (1984), 
learning style categories are as follows:

Visual Learners

Visual learners would rather watch the topic and learn by way of seeing. They learn better by visual 
imagery such as visual aids, videos, handouts, displays, pictures, diagrams, charts, and illustra-
tions, and they love to take notes.

Auditory Learners

Auditory learners prefer learning by listening. While they are listening, they are looking for the 
nuances of the lecturer’s speech, which can include pitch, volume, tone, and pace of speaking. 
They enjoy listening to audiotapes, participating in discussions, or reading aloud.

Kinesthetic Learners

Kinesthetic learners prefer learning by doing things, such as the experience of touching, moving 
items, and physically doing things. They mostly learn through experimenting, practicing, and 
role-playing. They just love to explore their environment through a hands-on tactic.

According to Honey and Mumford (1986), years later with the foundation of Dunn and Dunn 
work and the contributions of David Kolb and Peter Honey to the science of learning, Alan 
Mumford discovered four additional styles of learning:

Activists

They enjoy new experiences, encounters, and concepts; however, they quickly get bored with the 
process of execution. Activists need to be engaged, involved with the idea, collaborate with others, 
enjoy the challenge, and want to lead.

Reflectors

This learner likes to gather information and collect data. They enjoy examining the data carefully, 
considering different situations and various options and viewpoints. They love to study, analyze, 
and review the data and produce reports.
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Theorists

These learners like to observe and combine perspectives in complex but logical theories. They learn 
best when they put themselves in a complex situation and use their knowledge and abilities in 
defined conditions with clear intent.

Pragmatists

These learners enjoy trying new things and experimenting with new ideas. They learn better when 
notions can be directly and practically utilized and when there is an opportunity for extensive 
discussions. They are looking for a clear connection between the subject and task they can try out 
with new procedures and receive feedback.

Immunity to Change

Kegan and Lahey designed the immunity to change in 1984 by suggesting that individuals’ devel-
opment is sourced from their ability to make meaning of their experiences. Based on that assump-
tion and theory, they created the immunity to change method for individuals to learn of their own 
behaviors and what is in the way of their desired change or from achieving their goals. To shed light 
on hidden obstacles to change, they established the immunity map (see Table 7.5), which investi-
gates individuals’ motivators behind commitments, their hidden competing commitments, and their 
damaging interpretations that push individuals’ mindset, behaviors, and actions, limiting personal 
change and potentially blocking further personal and professional development (Lasley et al. 2015).

Applied Behavioral Science

According to Regis College (2021), “The American Psychological Association defines behavioral 
science as a discipline that uses systematic observation and experimentation in the scientific study 
of human and nonhuman animal actions and reactions” (n.p.). The file of applied behavioral sci-
ence is continuously developing and evolving with various applications in different areas such as 
sociology, education, and public health (Regis College 2021).

Table 7.5 Kegan and Lahey’s Immunity Map Worksheet.

The Immunity Map Worksheet

My Goal for 
Accomplishment or 

Improvement

My Behaviors That Work 
Contrary to My Goal

My Hidden 
Conflicting 

Commitments

My Damaging 
Interpretations

Actions I need to implement 
to achieve this goal

What I am worried 
or concerned about

Source: Adapted from Lasley et al. (2015).



116 ◾ Transformational Coaching for Effective Leadership

One approach in practicing behavioral science is the application of the discipline of applied 
behavior analysis, or ABA, the employing set of behavioral principles in practical settings such 
as human behaviors associated with motivation or learning progress. Principles of ABA are 
beneficial to adults and children for managing the behaviors that influence several aspects of 
individuals’ lives, such as interactions with others, relating to authority, working with peers, 
and with their family. ABA is frequently used to replace problematic behaviors of individuals 
or groups with appropriate, positive, and productive alternative behaviors (Regis College 2021).

In this section, we briefly cover some theories contributing to applied behavioral science.

Cognitive Behavioral Theories

Cognitive behavioral theories are best explained as a group of theories developed from empirical 
psychological studies, academic writings, clinical research, therapy experiences, and observations 
from mental health practitioners. Cognitive behavioral theory is the mixture of cognitive proce-
dures and behavioral approaches to attain cognitive and behavioral change(s) with individuals or 
teams (Kalodner 2011).

Given there are various theories and approaches credited to the cognitive-behavioral concept, 
there is no one specific description of the cognitive behavioral theory. However, all cognitive-
behavioral theorists regard the part that cognitions play in developing and preserving human 
psychological difficulties (Salkovskis and Millar 2016).

Cognitive Therapy

Cognitive therapy (CT) is a form of therapy developed by Aaron T. Beck around the 1960s. 
Cognitive therapy is understood to be the first psychotherapy that went under a clinical examina-
tion. This therapy would go under a larger canopy of cognitive behavioral therapy (CBT), which 
is a successful therapy to treat individuals. CT concentrates on individuals’ immediate behavioral 
change by observing individuals’ thoughts and related emotions. The CT approach is based on the 
therapist and participant working together to understand and correct the behavior(s) under ques-
tion (Early and Grady 2016; Alford and Beck 1998). Considering all the psychological disciplines, 
theories, and practices, cognitive therapy is the theory and therapy that is most similar to the 
approach and process of transformational coaching. Figure 7.3 depicts the relationship between 
individuals’ thoughts triggering their feelings and then their feelings triggering their behaviors, 
and finally it uses their behaviors to justify and support their original thoughts.

On one hand, the original emphasis of cognitive therapy was and continues to be on assist-
ing individuals in understanding, being aware, and correcting their dysfunctional behaviors 
while learning to create new and more effective behaviors. But CT and related practices can also 
improve behaviors of functioning individuals to improve their existing behaviors or establish 
new behaviors that would support them in accomplishing their intentions and achieving their 
goals (Alford and Beck 1998). Like cognitive therapy, transformational coaching is centered on 
how individuals’ thoughts impact their behaviors. In addition, transformational coaching works 
on transforming limiting beliefs, disempowering internal dialogues, and increasing individuals’ 
views of what is possible for them in their personal and professional lives.

Cognitive Behavioral Therapy

Cognitive behavioral therapy (CBT) has become one of the most widespread models for social 
workers’ and mental health practitioners’ interventions with their patients. CBT branches from 
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two very distinctive and exclusive theoretical paradigms with deep roots. However, in the domain 
of practicing these theories, the full potential of the CBT model is not understood, as behavioral 
theories are mostly credited and utilized as secondary to cognitive theories (CT) (Salkovskis and 
Millar 2016). Mental health professionals use the CBT approach for people dealing with anxiety, 
depression, phobias, and even addiction. However, transformational coaches also use it to create 
personal awareness for their clients. CBT allows individuals to become aware of how to deal with 
destructive behavioral issues positively as it broadens the individuals’ understanding of themselves 
and the way they are operating.

Transformational coaching uses a form of combining the two CT and CBT therapies. This 
combined model helps individuals and teams to create new behavioral habits through awareness, 
thinking, and creating action plans during the coaching program. Considering this perspective, 
transformational coaching helps individuals and teams to conduct a brainstorming session to 
come up with new ways of thinking and to invent a new set of behaviors that matches their com-
mitments and what they want to see in their lives and careers.

Alter Thinking Using Cognitive Behavioral Therapy

According to the Mayo Clinic (2022), under the support of mental health professionals, individu-
als can alter their thinking and shift their thoughts in a positive and productive fashion by follow-
ing the following process (see Figure 7.4):

Figure 7.3 Process of Cognitive Therapy.

Source: Adapted from Early and Grady (2016); Alford and Beck (1998).
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 ◾ List making: Detect and distinguish disconcerting situations, events, or circumstances in 
your life (personally or professionally).

 ◾ Thoughts recording: Learn of your unproductive, negative, and destructive thoughts, emo-
tions, and what you believe to be true about these situations, events, or circumstances.

 ◾ Thoughts replacing: After recognizing those negative, destructive, and inaccurate thoughts, 
replace them with more positive, constructive, and realistic thoughts.

 ◾ List evaluating: Keep reviewing your original list, your destructive thoughts, and what you 
have recently created. Get present to which one is empowering you and giving you access to 
better relationships, empowering life and happier situations.

 ◾ Behavior replacing: Replace your unpleasant and unwanted behaviors caused by the 
destructive thoughts with a new set of behaviors linked to the new thoughts you have 
generated.

Key Distinctions between Cognitive Therapy 
and Cognitive Behavioral Therapy

 ◾ Cognitive therapy is a particular therapy employed by mental health professionals to under-
stand one’s behavior, thoughts, and emotions to treat them, while Cognitive Behavioral 
Therapy is a general term for a canopy of various therapies.

 ◾ Cognitive Therapy, Rational Emotive Behavior Therapy, and Multimodal Therapy are some 
therapies under the broader area of Cognitive-Behavioral Therapy.

Figure 7.4 Process of Alter Thinking Using Cognitive Behavioral Therapy.

Source: Adapted from Mayo Clinic (2022).
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 ◾ In the practice of Cognitive Therapy, the mental health practitioners use a cognitive model, 
context, or structure, while in Cognitive Behavioral Therapy, the mental health professionals 
use either a cognitive or a behavioral context and model.

(Difference Between 2015)

The Iceberg Metaphor

We use the famous iceberg metaphor to display the importance of one’s awareness and understand-
ing of employing a change. For the behavior to change, there is a need for substantial change in one’s 
mindset and attitude. If we take the iceberg metaphor (see Figure 7.5), the part of the iceberg under 
the waterline is the largest part of the iceberg’s structure, something nobody can see or be aware of.

That is the part that transformational coaching will take under consideration and examine with 
individuals or teams, that is, their belief systems, their perceptions of themselves and others, the 
way they view the world around them, and the perceived realities they have invented for themselves 

Figure 7.5 Iceberg Metaphor for Modeling Relationship Between Mindset, Attitude and 
Behavior.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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because of all aforementioned influences. Then they look at the source of their mindset, how it is cre-
ated, and what was causing it. Finally, they consider what is deep inside the individuals causing their 
attitudes, their thoughts, feelings, emotions, expectations of themselves and others, the meanings 
they have to events around them, and all the interpretations they come with to justify their behavior. 
The behavior, the part above the waterline, where everyone observes it, is what causes a breakdown in 
relationships and productivity or allows open space for performance, success, and accomplishment.

For transformational coaching to work, coaches dig into individuals’ thinking and help them 
design empowering thinking by digging into the beliefs, values, principles, and past experiences 
that determined their unproductive thinking and behavior.

Psychological Theories and Approach

As we have mentioned in Chapters 1 and 2, psychology is one of the main fundamentals of trans-
formation and has a substantial role in transformational coaching in general and in personal trans-
formation. A psychological approach is defined as a viewpoint centered on specific assumptions 
about behavior. Each psychological approach possesses shared theories about explaining, defining, 
and predicting individuals’ or groups’ behaviors. In this section, we briefly discuss and introduce 
several psychological approaches to transformational coaching.

Positive Psychology

Initially, positive psychology was created by Abraham Maslow in 1954 (Maslow 1970) and then 
progressed further by Martin Seligman, who has been credited as the father of the modern positive 
psychology movement. When the concept of positive psychology was created as a new academic 
field of study, it was facing asceticism and believed to be a passing trend among new waves of the 
psychological field (Seligman 2002).

Seligman attempted to shift the emphasis of traditional general psychology away from its 
predominant attention on mental illness, overall dysfunctions, and general unhappiness to nurtur-
ing competencies and individuals’ abilities to improve their lives. The research done by positive 
psychologists primarily discovers the reasons for people’s happiness or why they are not happy 
and what elements of life and modern societies are influencing and improving their happiness 
(Seligman 2002). In 1988, Dr. Seligman came up with the new Theory of well-being, or PERMA 
for short (Madeson 2022) (see Figure 7.6), and the five aspects of the model follow.

Five Aspects of Seligman’s PERMA Model

 1. Positive Emotion. As it means by its name, positive emotion is about individuals feel-
ing good, which is an expressway to become happy. When they feel good, they feel fresh, 
happy, and positive. Smiling and talking positively is not equal to those who are really and 

Figure 7.6 PERMA Model and a New Theory of Well-Being by Martin Seligman.

Source: Adapted from Madeson (2022).
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authentically happy within; anyone can pretend and fake it. Positive emotion generated from 
freely accepting the bad and unpleasant past circumstances and hardships can experience 
and predict positively what the future might bring.

 2. Engagement. Engagement implies something that interests individuals deep enough, so 
they get engrossed with or absorbed in it, like the experience of getting lost in a great book 
or getting involved with a project during which they forget about time because it is so engag-
ing. Engagement causes positivity in people’s emotions, intelligence, and skills, like a child 
who plays with a Lego set and builds a sky scrapper.

 3. Relationships. It is a natural desire of humans to connect with others, be in a one-on-one 
relationship with someone special and be involved with teams and groups. Humans are 
hard-wired for wanting and needing interactions, affections, attention, and love which 
comes from immediate family, significant others, co-workers, and group members when 
things get tough, and we need emotional support and compassion.

 4. Meaning. We need not go too far to see how important meaning is in our lives. Just review 
the news to see how many rich and famous people committed suicide because they feel empty 
and unhappy regardless of money, fame, luxury, and materialistic possessions. Research has 
proven that people need and want to have a meaning they can find in their personal and 
professional lives.

 5. Accomplishments. People take pride and joy in something they have created, done, 
or accomplished. The feelings and sense of accomplishments strengthen people’s self-
esteem, sense of certainty, self-confidence, so they can feel as if they have done something 
worthy.

(Madeson 2022; CFI 2022)

The fundamental principle of positive psychology is that people are regularly fascinated by the 
perspective of the future much more than they are motivated by their past. Additionally, positive 
psychology indicates a mixture of people’s positive experiences, feelings, and emotions regarding 
their past, their experience of the present, and the desire of the future, causing pleasant emotions 
and happy life in the present (Green and Palmer 2019).

In Chapter 8 we will further discuss the implications of positive psychology on transforma-
tional coaching.

Humanistic Psychology

The humanistic psychology perspective posits individuals’ ability and power for self-fulfillment 
and the significance of people’s consciousness, self-awareness, and capability to make their own 
choices. According to this psychological perspective, human experiences are the key and crucial 
part of human psychology (Learning Theories for Educators 2022).

Humanistic psychology was developed in the 1950s by Abraham Maslow and Carl Rogers. 
Both psychologists rejected the negativism of old-fashioned psychology promoting the notion that 
individuals have no role in forming their destiny and that all people’s actions were generated and 
caused by either (1) Sigmund Freud’s theory of the unconscious mind that processes and is con-
trolled by primitive sexual urges, or (2) by behavioral psychology, which was based on the premise 
that individuals’ destinies are determined by their environment. Maslow and Rogers claimed that 
both psychological schools of thought failed to understand and underline the distinctive qualities 
that allowed individuals to make individual and objective choices that would give them complete 
control of their destiny (Waterman 2013).
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Humanistic psychology focuses on the holistic development of individuals about these three 
key elements of attaining the peak level of self-understanding and personal development: (1) self-
actualization, (2) self-fulfillment, and (3) self-realization (DeRobertis 2013).

Between 1943 and 1954, Maslow developed the hierarchy of needs, which is one psychological 
theory of motivation. This theory contains five levels of human needs to accomplish personal growth. 
According to Maslow (1987), people need to fulfill their lower needs in the hierarchy before getting to 
the higher needs, which would support them in their accomplishment and fulfillment. Maslow (1943) 
originally indicated that individuals must satisfy their lower-level needs before advancing on to meet 
their higher-level needs (see Figure 7.7 and Table 7.6). Later, he explained that people’s satisfaction with 
a need is not an “all-or-none” fact. He admitted that his previous assertions might display “the false 
impression that a need must be satisfied 100 percent before the next need emerges” (Maslow 1987, 69).

According to Maslow, people’s need to grow is not raised above current learning situations 
based on the background of lacking something, instead it is a wish and desire to grow as an 
individual. When these needs for growth have been relatively fulfilled, individuals have a better 
chance and ability to grow step-by-step and ultimately achieve the greatest level, known as self-
actualization (Maslow 1987).

Psychosynthesis
Psychosynthesis is considered a therapeutic method that concentrates on an individual’s personal 
growth and development. Psychosynthesis specialists believe individuals combine several aspects 
of the self to develop and self-actualize (GoodTherapy 2017).

Figure 7.7 Abraham Maslow’s Hierarchy of Human Needs Pyramid.

Source: Adapted from Maslow (1987).
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Table 7.6 Details of Abraham Maslow’s Hierarchy of Human Needs.

Maslow’s Hierarchy of Human Needs

Levels Needs Attributions

Basic Level Physiological Needs Food, water, shelter, clothing, warmth, rest

Safety Needs Security, safety

Psychological 
Needs

Belonging & Love Needs Friendships, intimate relationships, human 

connections, societies, communities

Esteem Needs Prestige, the experience of achievement, 

accomplishment, personal growth

Self-fulfillment 
Needs

Self-Actualization Needs Achieving full potential, creating activities, 

personal fulfillment

Source: Adapted from Maslow (1987).

Initially, psychosynthesis was created by Italian psychiatrist Roberto Assagioli at the beginning 
of the 1900s. He was fascinated by Sigmund Freud’s psychoanalysis but felt Freud disregarded 
essential elements of the human experience and their understanding. Because of such assump-
tions, he promoted a more inclusive, holistic  standpoint on humanity. Additionally, Assagioli’s 
development of psychosynthesis involved practicing yoga, dabbling in philosophy and theology, 
and Carl Jung’s work (Lombard 2017). He was focusing on people’s spiritual experience and how 
different elements of the individuals’ “self” try to reach harmony. “Assagioli believed a person’s 
primary task is to find a sense of completeness within the self and a connection to a larger whole, 
such as one’s community or the world” (GoodTherapy 2017, n.p.).

Existential Therapy

The practice and approach of existential therapy were developed based on the background and 
philosophies of Friedrich Nietzsche and Soren Kierkegaard. Kierkegaard was one of the first exis-
tential philosophers to speculate that individuals’ dissatisfaction could be defeated only through 
their internal wisdom (Prochaska and Norcross 2003).

The primary assumption of existential therapy is that life is ambiguous and full of uncertainty, 
and people have a choice on how to react to their experiences (May 1999). According to Yalom 
(1980), people share the experience of confronting life’s uncertainties and how that would affect 
them. Regardless of the issues people face in life, regardless of the uncertainty, everyone feels and 
experiences a sense of uneasiness, anxiety, and nervousness.

The transformational coaching process encompasses the discipline of existential coaching and 
pertaining its all-purpose methods to participants’ specific experiences or issues they are facing by 
supporting them by investigating their beliefs, perceived reality, and views.

Gestalt Therapy

Gestalt therapy was developed between 1940 and 1950 by Fritz Peris, Laura Peris, and Paul 
Goodman. It focuses on existential therapy and experiential psychology, with imperial emphasis 
on the present moment (Houston 2003).

Gestalt therapy mainly emphasizes individuals’ personal responsibility in their relationship 
to their experience and the interpretations of reality. Beisser (1970) defined Gestalt’s paradoxical 
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concept of change as based on people’s attempt to change, and the more they try to change and be 
who they are not in reality, the more they continue to be the same. But when individuals connect 
with their present and actual experience of themselves and who they are, and accept it as is without 
any attempt to change or alter the experience, or who they are, they will experience being whole 
and complete without lacking (Houston 2003).

Awareness Integration Model

The awareness integration (AI) model is a new approach in psychotherapy developed by a psy-
chotherapist, Foojan Zeine, around 2010. This model has been demonstrated to be influential in 
delivering a successful and accelerated direction to recuperation from a range of psychological and 
emotional issues with individuals (Zeine et al. 2017).

Awareness Integration (AI) is a multi-modality psychotherapeutic model that enhances self-
awareness, releases past traumas and psychological blocks, and promotes clarity and positive 
attitudes. The AI model incorporates various aspects of these treatments into one efficient, 
open-structured model that encompasses all aspects of the human experience in order to 
maximize its effectiveness and create enduring results.

(Zeine 2014, 60)

As Siegel (1999) explained, interpersonal relationships are an essential and integral part of 
human culture, especially in Western societies, and are important to individuals, teams, and 
groups, as well as communities and societies on bigger scales. People’s internal experience com-
bined with their external environmental experiences affects their interpersonal relationships at 
home and at work. The AI model intends to harmonize individuals’ internal thought processes 
with their external experiences to harmonize and integrate troublesome thoughts while substitut-
ing such thoughts with healthy and efficient cognitive procedures (Zeine 2014).

From the beginning of the intervention process, the intention of AI therapy is to gently intro-
duce the participant to the process of change. At the beginning phase of the process, partici-
pants get access to their mindset and differentiate between their thinking, their emotions, and the 
related behaviors that have been generated from their mindset and feelings. That is the beginning 
of their understanding of how they have developed and adapted their mindset and become aware 
and conscious of their way of being related to their mindset (Zeine 2021).

Here is a simple example of this concept at work or at home. As Zeine (2021) explained, most 
individuals are aware of their emotions and how they feel when, at work, managers or supervisors, 
or, at home, spouses or significant others speak to them in a harsh tone of voice in an unpleasant 
way. Zeine (2021) continued,

However, they are seldom as aware of how their own negative and demeaning thoughts, their 
feelings of anger, their tone, their words, and nonverbal body language affect the quality of their 
discussions and of the overall long-term quality of these relationships with their bosses or mates.

(51)

Emotional Intelligence

Emotions directly affect one’s state of mind, and in some shape and form, they rule our day-
to-day lives. We make decisions based on what we are feeling, for example sad, angry, happy, 
frustrated, or bored; therefore, subconsciously, we select activities correlated to the emotions we 
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are inflaming (Hockenbury and Hockenbury 2007). “An emotion is a complex psychological 
state that involves three distinct components: a  subjective experience, a physiological response, 
and behavioral or expressive response” (Hockenbury and Hockenbury 2007, n.p.).

Emotional intelligence, also known as EI or EQ, contains the individuals’ capacity and capa-
bility to recognize, evaluate, and positively influence their own emotions and others around them. 
Emotional intelligence is considered a reasonably new behavioral recognition model, which rose 
to notoriety and reputation after Daniel Goleman’s 1995 book Emotional Intelligence. Emotional 
intelligence has been characterized as the “ability to monitor one’s own and others’ feelings and 
emotions, to discriminate among them and to use this information to guide one’s thinking and 
actions” (Salovey et al. 2004, n.p.). Originally, emotional intelligence developed around the 1970s 
and 1980s from the research and writings conducted by psychologists such as Howard Gardner, 
Peter Salovey, and John (Jack) Mayer.

Salovey et  al. (2004) described the five domains of emotional intelligence as shown in 
Figure 7.8.

We will dig deeper into emotional intelligence, its elements, and its relevancy to transforma-
tional coaching in the next chapter.

Management Theories and Models

There are many management and business operational distinctions and models that contribute to 
the process and use of transformational coaching used by coaches or managers. In this section we 
mention several such models, disciplines, and processes.

Figure 7.8 The Five Domains of Emotional Intelligence.

Source: Adapted from Salovey et al. (2004).
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Process Consultation

The process consultation was developed by Edgar Schein in 1969 when he published his first book 
about the process and viewpoint of process consultation. This process has been part of organiza-
tion development activities, which strive for enhancing organizational and individual effectiveness 
and productivity (Schein 1988).

Process consultation assists clients (could be organizations, teams, groups, or departments) to 
find the solution to their problems by themselves without giving them answers or advice on how 
to fix the issues. Process consultation works best and is beneficial when there is no clear-cut under-
standing of the problem or an obvious solution (Schein 1999).

Transformational coaching is comparable to process consultation when coaches steer clear 
of giving clients or coachees their opinions or advice. Instead, they encourage their clients or 
coachees to obtain clarity on the problem(s) and discover their own solution(s); that way, they own 
both sides, what is not working, what they need to do, and how they need to do it (Rothwell et al. 
2021).

Managing Transitions

Another useful approach to realize and conduct a change is through the lens of transition. 
Managing transitions is part of the transition model process developed by William Bridges in 
1991. According to Bridges (2003), transitions consist of a three-step process: (1) ending, (2) neu-
tral zone, and (3) new beginning (see Figure 7.9).

Though change is considered an external occasion, such as new structure, new policies and 
procedures, or new management style, going through transition during the change happen to be 
an internal undertaking, such as facing the unknown, the fear of “what if,” and letting go of what 
they know; it is all about their emotions and their experiences. The transition process by itself 

Figure 7.9 Transitions Model Process.

Source: Adapted from Bridges and Bridges (2019); Bridges (2003).
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seems scary and hard; however, the change itself as an outcome that keeps individuals back is the 
fear, which is one of the biggest resistances to change and, in many cases, makes the change pro-
cess unworkable (Bridges and Bridges 2019).

 1. Ending. At this step, individuals feel there is a demand to give up in their minds what 
they believe about themselves, what they think is real, and their perspective of the world 
around them. People think what they know is their identity and asking them to let it go 
becomes terrifying. This step gives individuals feelings of being uncomfortable and leaving 
their safety zone but experiencing courage and power to imagine the future.

 2. The neutral zone. This step is distinguished by ambiguity, uncertainty, and confusion. 
Individuals feel they are in limbo. Because of this mental space, this step takes huge amounts 
of motivation to stay on the course of change. This phase is uncomfortable and requires 
strong motivation to get through it. Some push through and some struggle to retreat to their 
past and what they were comfortable with.

 3. New beginnings. On this last step, individuals must perform distinctly. It is difficult and 
intimidating for people to change their mindset and beliefs from an old way to new ways of 
being that require a new way of thinking. This happens when many people experience being 
consciously incompetent because of their difficulty operating in their new way of being. It 
takes a strong focus and a display of commitment not to lose the sense of competence in 
managing this phase.

Theory X and Theory Y

Developed by Douglas McGregor in the early 1960s, theory X and theory Y explain the key dif-
ference between the assumptions about individuals’ motivation, which draws the line between 
fundamentals of these two methodologies and styles of management: (1) theory X: authoritarian, 
and (2) theory Y: participative (Cummings and Worley 2015).

Theory X

Theory X style managers have a pessimistic opinion of their employees. Their assumption is based 
on naturally unmotivated people who do not like to work hard or under a firm structure. Given 
that viewpoint, theory X managers think that individual employees need to be rewarded or pun-
ished regularly to complete their job and tasks. The usual working environment under this man-
agement is repetitive, and employees are constantly under the “carrot and stick” tactic. Employee 
performance appraisals and compensation are mostly based on quantifiable results, while manage-
ment keeps tabs on their performance and productivity (Rothwell and Sredl 2014).

Theory Y

Theory Y style managers are more positive and have an optimistic view of their employees while 
implementing a decentralized and participative management approach. From a theory Y view-
point, this approach encourages individuals and teams to be more collaborative and welcome 
a trust-based connection with their managers and other team members. Under theory Y, the 
working environment is one of individual and team responsibility, while managers encourage 
employees to further develop their knowledge, skills, and abilities with suggestions for self and 
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team improvements. Conducting performance appraisals for promotions is also common, but they 
are utilized to encourage people for open communication and teamwork versus controlling them 
(2014).

Table  7.7 summarizes differences in assumptions about employees among theory X and 
theory Y.

Theory Y has become the style of choice for management among modern organizations and 
is more popular among newer managers, which only reflects employees’ growing desire for more 
meaningful professions that offer more than just compensation.

Transformational coaching shares the fundamentals of theory Y view of individuals and teams 
in organizations. As professional industries are learning more about individuals’ mindsets, behav-
iors, and attitudes, the assumptions of theory Y performance overshadow management theories 
and their relationship to workers.

Force Field Theory

Force field theory was developed by Kurt Lewin, a Gestalt therapy practitioner who was an expert 
in the group dynamic contrast and action research approach to conduct a change. From his view-
point, for implementing a sustainable change, the system (individuals, teams, or organizations) 
needs to (1) either diminish and minimize the resisting forces to change or (2) maximize and 
strengthen driving forces to change. Force field theory foundation is based on assumptions that 
individual behaviors are affected by forces such as beliefs, perceived realities, invented expecta-
tions, and cultural norms. These influential forces can be positive, encouraging people toward 
behaviors, or can be negative, pushing people away from a set of behaviors (MBA Knowledge Base 
2021; Lewin 2008).

Lewin used an ice block analogy and metaphor to explain the organizational change; however, 
this analogy also applies on individual and team levels. According to Lewin’s (2008) force field 
theory, there are three steps to change: (1) unfreeze from the present state, (2) apply the desired 

Table 7.7 Summary of Differences on Assumptions about Employees among Theory X and 
Theory Y.

Differences in Assumptions about Employees among Theory X and Theory Y

Theory X Theory Y

Workers do not like their work. They are happy to work on their own.

Workers avoid responsibilities. They are self-motivated to work.

Employees need constant directions. They want to be involved in decision making.

They need to be controlled and forced to 

work.

They like to take more responsibilities.

They must be promoted or punished to make 

corrections.

They view work as challenging and a source 

of fulfillment.

They need to feel threatened or fear their 

managers.

They enjoy their work and display 

accountability and ownership.

They need to be supervised all the times. They use creativity to solve problems.

Sources: Adapted from Cummings and Worley (2015); Rothwell and Sredl (2014).
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change, and (3) refreeze to the new state. Please see Figure 7.10 and the following information for 
more clarity and understanding.

Unfreeze the Current State

This first step is about recognizing inaction and disassembling the current mindset and the pre-
vailing behaviors (Lewin 2008). In this phase, the responsible manager or a transformational 
coach needs to recognize and bypass individuals’ and teams’ protection mechanisms, such as what 
they know, how they do things, and what their already established mindset is. Unfortunately, this 
stage might take a little time because of potential resistance by participants because of fear of the 
unknown (Bakhshandeh 2009).

Implement the Change

At this stage, participants are aware of their old ways of being, and their thinking mindset has 
been challenged; however, they don’t clearly understand what is replacing it and how the change 
will be implemented. Given this lack of clarity, they might experience uncertainty and confu-
sion (2008). Therefore, transformational coaches and managers need to be patient and provide 
necessary information to keep the participants on the damages of the old ways and the benefits of 
potential changes (2009).

Refreeze the Desired State

This stage occurs when participants or the clients go back to a steady and secure state and under-
stand where they are and how they got here. Refreezing activities could be included specifying new 
standards and procedures, designing new and relevant training and development, and implement-
ing new policies (2008). At this stage, given the introduction of a new mindset and new habits and 
activities, the managers or the transformational coaches must check on participants to ensure they 
are not sliding back to earlier stages (2009).

Client-Centered Approach

The client-centered approach was developed by Carl Rogers around the 1940s and 1950s. 
Originally, he called it a “client-centered approach to psychotherapy” when he was developing 
humanistic psychology. During the early 1960s, Rogers introduced concepts of “empathy” and 
“unconditional positive regard” to the personal and professional development industry, when the 

Figure 7.10 Lewin’s Ice Block Analogy to Explain Change.

Source: Adapted from Lewin (2008).
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traditional Freudian psychological approach depended on the therapist’s viewpoints, opinions, 
and agendas (Rogers 1995).

Carl Rogers noticed his clients’ need to be in a relationship in which they are accepted with-
out prejudgment from their therapists. Therefore, he developed the client-centered approach and 
indicated various adequate conditions essential for the clients’ approach to change (1995). Out of 
those conditions, three are used by transformational coaching:

 ◾ Congruence or genuineness: Coaches shall not act as an authority and shall forgo their 
own opinions based on their own experiences and discovery from their participants to expe-
dite their relationship with their clients and the topic at hand.

 ◾ Unconditional positive regard: Coaches prevent judgment, approval, or disapproval of 
their clients or the clients’ actions and accept them unconditionally. This approach will 
accelerate self-regard for the client.

 ◾ Empathic understanding: Coaches shall allow themselves to be empathetic and experience 
understanding of their clients’ feelings, emotions, and inner experience. A correct under-
standing of the clients’ internal status supports the clients’ trust in their coaches’ uncondi-
tional acceptance.

Nonviolent Communication

Nonviolent communication, or NVC, also known as compassionate communication or collabora-
tion communication, is the work of Dr. Marshall Rosenberg, who developed this technique in the 
1960s as a means and technique in conversation science. The purpose of NVC is to provide a safe 
space for communication among people, with both sides understanding one another and delivering 
their messages and intentions without display of upset and potential violence (Williams et al. 2021).

The nonviolent communication method of communication is considered a two-sided approach: 
(1) as a spiritual practice that assists with people to get present to their common humanity on both 
sides of the isle, and (2) as a set of skills that assists people in generating greater human connec-
tions with one another, especially during communication (Rosenberg 2003). “Rosenberg seeks to 
foster interpersonal understanding and connections through the communication of judgment-free 
observations, recognition of people’s feelings, needs and values and requests for specific actions to 
meet those needs” (Williams et al. 2021, 1).

Figure 7.11 presents the nonviolent communication’s four-step model:

 ◾ Observations: How do I observe the situation free from judgment and evaluation?
 ◾ Feelings: How do I feel about the situation free from interpretation?
 ◾ Needs: What do I need from and value in this situation free from agendas and strategies?
 ◾ Requests: What requests do I have without manipulation or demand?

(Williams et al. 2021; Suarez et al. 2014; Rogers 2003)

For people to conduct the preceding inquiries, Rogers (2003) suggests that individuals practice 
these three ways of being to develop an effective connection with others:

 ◾ Authentic self-expression: Communicate issues and concerns in a way that inspires com-
passion within another person.

 ◾ Empathy: Listen to others’ communication with compassion for what they are dealing with 
and how difficult it might be for them.



Contributions to Implementation of Transformational Coaching ◾ 131

 ◾ Self-empathy: Practice developing compassion for yourself and how hard it is for you to 
communicate and deal with the issues you are facing.

Key Takeaways

The following are important distinctions and key takeaways from this chapter:

 1. Personal or group transformation is not a one-dimension undertaking.
 2. Transformational coaching is not a one-size-fits-all kind of approach and has access to vari-

eties of models and methods to support individuals, teams, and organizations to take on 
their transformations.

 3. Transformational, educational, psychological, and management theories have made signifi-
cant contributions to the developmental journey of transformational coaching.

 4. Managers-as-coaches can educate and develop themselves by learning distinctions, pro-
cesses, underlying dynamics, and practices of transformational coaching to make a differ-
ence with their workforces.

Discussion Points and Coaching Questions

 1. Are you clear about the contributions in the development of transformational coaching? If 
not, what are the areas in which you need further development?

 2. What obstacle can you see in your way of developing competencies on learning and practic-
ing these theories and disciplines to use as a coach for your people?

Figure 7.11 The Four-Steps of Nonviolent Communication Model.

Source: Adapted from Rogers (2003).
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 3. Have you developed an action plan to increase and develop more skills and competencies to 
deliver these models and methods?

 4. Which theory, models, or methods were your favorite and you find easy to relate to and 
learn?

 5. Which theory, models, or methods were your less favorite and you find hard or challenging 
to relate to and learn?
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Chapter 8

Transformational Coaching 
Integration Model

Behnam Bakhshandeh

Overview

Someone can claim that transformational coaching is a model by itself. However, because it pulls 
on many disciplines and models (as we mentioned in Chapters 1 and 7) and is client-focused 
coaching, it does not restrict itself to a certain established model, as long as the focus is on the 
outcome, the transformation of individuals, teams, or organizations with sustainable outcomes. 
Because of that, different coachees would have different experiences of how transformational 
coaching works and how it has affected their lives.

As any professional coach will agree, the majority of coaching conversations are conceptual 
and abstract. Transformational coaches will support individuals with the freedom to express their 
thoughts, highlight their mindsets, talk about the emotions raised in the background of their 
mindsets, their values and principles, and what they envision for their lives, personally and profes-
sionally. The same concept is true for working with teams, departments, and organizations.

However, a coaching model provides the structure for the coaches and coachees to navigate 
through conceptual conversation, discuss theories, apply disciplines, and come up with actual and 
tangible action plans and structures that support such plans for coachees to produce results for 
which they are aiming.

This chapter will cover these concepts and topics:

 ◾ What is a coaching model?
 ◾ Transformational Coaching Integration Model

• Positive psychology coaching
• Ontological inquiries and approaches to coaching
• Emotional intelligence coaching
• Appreciative inquiry and coaching
• Strength-based coaching

DOI: 10.4324/9781003304074-11
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What Is a Coaching Model?

A coaching model supports and serves both coaches and coachees as a conceptual structure and 
road map for how they will get to where they want to go by distinguishing where they are and 
how they will get to the desired destination. For this journey to succeed and be productive, both 
coaches and coachees will bring something to the table (see Figure 8.1). Transformational coaches 
will provide their knowledge, skills, and competencies on coaching concepts, other disciplines, 
and theories while bringing their professionalism and experiences in designing structures and 
supporting coachees in planning their action plans. The coachees will bring their hopes, desires to 
change, interest to learn, commitment to workability and being coachable, their values and prin-
ciples, and their trust for the coach and the coaching process (see Figure 8.1).

Figure 8.1 What Coach and Coachee Are Bringing to a Coaching Model.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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The transformational coaches’ understanding of their coachees culture and background and 
listening to their life stories or personal and professional experiences (individually, as a team, or in 
departments) aids the coaching model to be stronger and more intimate and builds a strong and 
trusting bond between the coaches and coachees. A coaching model streamlines and explains the 
intricacies and structure of coaching, elements, and its progress.

Advantages of Following a Model in the Coaching Process

Following a coaching model and applying elements of a coaching model improve participants in 
imagining their development and going through the coaching phases of the coaching process; 
however, mainly, the coaching model guides the coach to direct the coachees and walk them 
through stages of a coaching model to show them their progress, using conversations, figures, 
tables, and graphic or verbal displays. Overall, some benefits and advantages of following a coach-
ing model for implementing transformational coaching are:

 ◾ Provides guidelines for coaching assessments and inquiries
 ◾ Acts as a proven tool for learning and practicing
 ◾ Gives coachees certainty about what they will learn from the process
 ◾ Organizes concepts, elements, and practices of a coaching approach
 ◾ Transfers theoretical concepts to a conceptual framework
 ◾ Uses distinct terminologies as the language of coaching to explain concepts
 ◾ Organizes and clarifies the coaching approach and steps for coaches
 ◾ Underlines the important fundamentals of coaching and its reasoning
 ◾ Emphasizes and focuses on what is important to the coachees
 ◾ Produces curious conversations and questions that would uncover challenges

Transformational Coaching Integration Model

Many coaches are selecting and following a certain coaching model, receiving their training and 
getting certification from institutes or organizations training them to deliver their model and 
concepts of coaching.

The nature of a coaching model is to be a receptacle for a coaching process and procedures on 
a background of an idea or concept; however, it doesn’t mean that professional and experienced 
coaches have strictly followed only one coaching discipline as a single designed model. But a com-
bination of different and powerful coaching disciplines and models can support the coaches’ and 
coachees’ imagination and creativity and assist them in progressively going through the process.

This section briefly explains and defines a combination of powerful aspects of the 
Transformational Coaching Integration Model for personal and professional breakthroughs 
(please see Figure 8.2).

Using transformational coaching technology for organization development (OD) interven-
tions or effective management (individuals, teams, departments, and organizations) is not a new 
approach and has been part of professional coaching for decades. Many OD practitioners and 
business consultants or trained managers use transformational coaching during their individual 
or team interventions, applying distinctions of philosophy, ontology, and psychology, such as posi-
tive psychology and humanistic psychology, in addition to elements of appreciative inquiry, emotional 
intelligence, strength-based approach, and self-awareness to help their coachees to better understand 
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and access their self-awareness, self-realization, and clarity between who they are being and how 
that has an impact on what they are doing, personally and professionally.

In this section, this chapter will explain and describe elements of coaching and inquiries that 
are the fabric of the Transformational Coaching Integration Model (see Figure  8.2) and will 
attempt to explain the use and effect of such disciplines, methods, and approaches, and when used 
to develop individuals, teams, and organizations.

Presence of Transformation

Transformation is the display of a shift in an individual from one state of being to another (Seale 
2011) that would influence their thought process, attitude, and behavior, which eventually would 
have the power to affect others around the transformed individuals such as a team or group 
(Bakhshandeh 2009). Related to the ontological state of being in an individual, Seale (2011) stated:

In an individual, transformation means the whole of his or her being. Consciousness shifts 
to vibrate at a new frequency. In the same way, organizational or societal transformation 
means that the whole of the organization or society—its members, cultures, beliefs, and 
practices—is now sourced from a different vibrational frequency.

(1)

Figure 8.2 Transformational Coaching Integration Model.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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Seale (2011) attempted to describe and explain the definitions of presence and its relationship to 
“transformational presence” as follows:

Presence

Presence is how an individual, a group, or an organization “shows up” and exists for others around 
their life, their work, and ultimately in the world. That would be their dynamics, their energy, and 
space, which are created and displayed by their being (2011). That is the energy and dynamics that 
such individuals bring to individual or group challenges and issues and opportunities to accom-
plish goals and fulfill dreams (2009).

Transformational Presence

Transformational presence is a state of being in which individuals’ relationships, directions, 
work, and engagements in their lives are generated from a place of significant and profound 
orientation and link to their souls, their committed life purpose, and the greater conscious-
ness (2011). Transformational presence creates a partnership between individuals and groups 
for accomplishing visions and missions and causes success in all levels of OD interventions 
(2009). “This presence opens the door to the greater potential waiting to emerge at any 
moment, situation, or circumstance and becomes a steward for that potential to manifest” 
(2011, 2).

Use of Transformational Presence

It is worth mentioning that transformational presence is not a method, success formula, 
or model to use at needed times, but a lifestyle, a way of living, a powerful and effective 
way of leading and serving oneself and others in both personal and professional settings. 
Transformational presence is an attitude and approach that delivers a compelling ground-
work for conscious living and conscious leadership and governance (Seale 2017). A strong 
and powerful conscious lifestyle, the direction of transformation consciousness and aware-
ness lifestyle, along with the progress of leadership, is becoming an emerging way in various 
elements of the world to form a larger conscious awareness, a general understanding of oth-
ers, a much more effective perceptions of others, and transformational actions that make a 
difference in humanity (2017). Seale (2017) added, “It’s built on the conviction that, in any 
initiative, all stakeholders can be served, all people and the environment can be honored and 
respected, and economic models can serve something more than just individual or organi-
zational interests” (5).

Inside this transformational movement, there is also prevalent agreement that is moving the 
world forward in a successful, impactful, effective, and transformative way, which requires new 
competencies and skills and workable tools and much larger capacities for personal and group 
awareness and perceptions (2017, 2011). This need for new skills and capacities necessitates us to 
go beyond our familiar actions by including more analytical thinking and approaches that expand 
from those we are already familiar with. This is what the transformational coaching essence is 
about (2017, 2011; 2009). The combination of ontological inquiries, positive psychology, self-
awareness, emotional intelligence, and appreciative inquiry can create an environment for the 
implication of transformational coaching that would create the space of conscious being that 
would have a transformational impact on conscious doing.
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Ontological Inquiries and Approach to Coaching

The Merriam-Webster dictionary defines ontology as “a branch of metaphysics concerned with the 
nature and relations of being. Ontology deals with abstract entities. A particular theory about the 
nature of being or the kinds of things that have existence” (Merriam-Webster 2022).

The Oxford University Dictionary defines ontology as “a branch of philosophy that deals with 
the nature of existence” and “that shows the relationships between all the concepts and categories 
in a subject area” (Oxford University Dictionary 2022a).

Wikipedia (2022) explains ontology as “the philosophical study of the nature of being, becoming, 
existence, or reality, as well as the basic categories of being and their relations.” Customarily ontology 
is recognized as part of philosophy and identified as metaphysics, dealing with queries pertaining 
to “what entities exist or can be said to exist, and how such entities can be grouped, related within a 
hierarchy, and subdivided according to similarities and differences” (Wikipedia 2022).

Berto and Plebani (2015) tried to explain what ontology attempts to do:

Biology studies living things. Psychology studies mental functions. Astronomy deals with 
celestial phenomena and mathematics deals with numbers. They all study something, of 
course, but none of them studies everything. They do not address the whole of reality or all 
that there is. Ontology does.

(1)

In the analytic philosophy discipline, Contemporary Ontology deals primarily with queries 
about what things exist and what those things look, feel, and are experienced like (Effingham 
2013). Certain philosophers, particularly the Platonic school philosophers, argue the point that all 
nouns, even conceptual nouns, describe the existents of individuals. Some philosophers argue the 
point that nouns do not constantly describe individuals or entities. For example, using “mind,” as 
an alternative for referring to an individual describes an assortment of “mental occasions” that an 
individual was or is experiencing (2013).

The categorization of ontology can be linked back to Aristotle, who in Book Four of his 
Metaphysics, presented the concept of a science of “being qua being” or of “being as such” (Berto 
and Plebani 2015). According to Berto and Plebani (2015), after the “science of being” was rejected 
and ridiculed by considerably early analytical and neo-positivistic philosophers, the concept of 
being and ontology made a remarkable rebirth in the second half of the twentieth century.

This chapter provides examples and applications of ontology and state of being in further 
sections.

Ontological Approaches

Modern ontology has found its place in psychology and social science, as many psychologists and 
social scientists have embraced the following main ontological approaches in their practices:

 ◾ Realism: The notion that facts exist independent of individuals and are waiting to be 
uncovered.

 ◾ Empiricism: The notion is that we are capable of observing and monitoring the world 
around us and assessing and comparing our interpretations of facts.

 ◾ Positivism: The notion we must concentrate on the evaluation and observations, consider-
ate on the assertions about the facts rather than on the facts themselves.
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Ontological Coaching

Ontological coaching is an inquiry into human self-awareness, a reflection on humans’ relation-
ships to their being, and their relationship to reality. This coaching approach includes aspects 
of psychology, sociology, philosophy, linguistics, personal integrity, responsibility, and account-
ability. Ontological coaching concentrates on personal transformation through inquiry, reflec-
tions, self-observation, self-realization about one’s state of being, and all related behaviors and 
attitudes caused by such a state. This model of coaching is aimed at personal and professional 
transformation developed by empowering participants to action through effective communi-
cation, emotional intelligence, creativity, leadership skills, and learning processes (D’Addario 
2016; Effingham 2013; Bakhshandeh 2009; Sieler 2005). It is noteworthy to mention that 
Aristotle, Plato, Martin Heidegger, Friedrich Hegel, and Jean-Paul Sartre are some of the 
renowned ancient and modern ontologists (Berto and Plebani 2015; Wikipedia 2022). Alan 
Seale initiated further development in the role of the ontological approach to transformational 
coaching and extended the concept to be the ontology of human discussions and observation 
(Seale 2011; Sieler 2005).

The Pattern of Discussions

The ontology of the human discussions and observation is constructed around individuals’ inter-
pretations, perceived reality, and understanding of the fundamental discussions and conversa-
tional patterns utilized with different successful undertakings by the majority of people and who 
they are during such discussions. This pattern of discussions is distinguished by three kinds of 
conversations (Seale 2017; Sieler 2007) (see Figure 8.3).

 ◾ Explanatory Discussions: This discussion is about distinguishing the problem(s). It is about 
what happened and how we got here. It is a discussion about patterns that happened in the 
past. Many transformational coaches and even management consultants use this approach, 
sometimes not knowing it is related to ontological approaches and inquiries. As you see from 
the meaning of its title it is about explaining what happened, how it happened, and how it 
became a problem. This is the time to come up with a problem statement.

 ◾ Exploratory Discussions: This discussion explores and identifies where we are and where 
we are going. What are we going to do about this problem? Or what should we do about it? 
This is about discussions that result in declaring clarity regarding the present situation(s) in 
the present time. This is the time to come up with an activity statement.

 ◾ Activity Discussions: This discussion is about coming up with ideas about how we will get 
there. We need to recognize where we need to go and then to generate activities to get there. 
This is living the future in the present time. This is about envisioning how things would turn 
out, what we have done, and what we have accomplished. This is the nature of the resolution 
statement.

Being and Doing

The concept of individuals, teams, or organizations failing in their attempts at a change effort is 
not a new phenomenon. We have read about it, or we have seen it happen before. Research has 
shown that 75 percent of all change efforts in organizations fall under the desired expectations or 
plan (Rothwell 2015); the failure rate is high. Research also indicates that two-thirds of employees 



144 ◾ Transformational Coaching for Effective Leadership

in organizations undergoing change activities would choose not to become involved at all (Levi 
2016; Rothwell et al. 2016; Rothwell and Sredl 2014).

Why Is This the Case?

Most people who go through change efforts come out of it unchanged or without having a deep 
impact because the trainers and consultants emphasize mostly the doing part of the change when 
what makes the biggest difference is the being part of a person. Most executives and managers 
in organizations plan their individual, team, and organizational successes on the doing and not 
on both being and doing. What gives an individual the doing is who he or she is being at that 
given moment and the way they are viewing themselves, others, and the world around them 
(Bakhshandeh 2009). There are two sides to any change, whether it is an individual change, a 

Figure 8.3 Process of Moving from Problems to Resolutions.

Source: Adapted from Seale 2017; Sieler 2007.
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team-building change, or an organizational change. “The Doing side is about processes, measure-
ment, tools, structures, and procedures. This side is about management. The Being side is about par-
ticipation, commitment, attitude, creativity, overcoming resistance to change, and self-leadership.  
This side is about leadership” (Primeco Education 2022, n.p.). The ontological approach part of 
the Transformational Coaching Integration Model assists individuals and teams to dig into who 
they are being while they are doing what they are doing every day, regardless of being at home or 
at work.

Human Being or Human Doing?

As human beings, most of the time spent is human doing. Regardless of age, gender, nationality, 
race, culture, or upbringing, people are aware that when others have some upsetting situation 
or when they are happy, they can identify their state of being even if they are not speaking or 
explaining their situation. They can recognize resentment, regret, unhappiness, and other ways 
of being in others. But they can also identify someone as being interested, engaged, committed, 
communicative, result-oriented, and being a leader. In the book Being and Nothingness, Jean-Paul 
Sartre, the French philosopher and ontologist, explained this phenomenon as “no being which is 
not the being of a certain mode of being, none which cannot be apprehended through the mode 
of being which manifests being and veils it at the same time” (Sartre 1943, 24–25). They need not 
do anything; even without their doing anything special, they can recognize those characteristics 
in them (Bakhshandeh 2009).

State of being is what makes us all do what we do, or even feel what we feel. It makes us in-
terested in what we do, and it allows us to relate to others or take ourselves away from them! 
It makes us succeed or fail, and it makes us love or hate ourselves and others!

(22)

This approach to an organization’s development, team-building efforts, or individual interven-
tions with executives or managers reminds the management team that doing good management 
cannot generate sustainability and growth in the organization or in the team they are trying 
to restore and rebuild. Additionally, they need to adjust the being of an individual to ensure 
the sustainability and longevity of individuals because what they are being at any given moment 
(resentful, regretful, or disappointed) directly influences what they are doing (communication or 
productivity) (Bakhshandeh 2009). In one of his books, Being and Time, Martin Heidegger (1953), 
the German philosopher and ontologist, expressed his views on the transparency of being as “the 
self-evident concept. Being is used in all-knowing and predicting, in every relation to being, and 
in every relation to oneself, and the expression is understandable without further ado” (3).

One of the most important and influential elements of organization development is the role-
modeling of organization leaders by displaying positive behavior aligned with desirable behavior 
for implementing individuals, teams, or organization development (Rothwell et al. 2016). This 
personal development and transformational effort by organizations is possible through transfor-
mational and behavioral coaching for individuals with a direct and impactful influence on a team 
or an organization’s well-being. Behavioral coaching is not a new phenomenon in the application 
of OD, particularly in individual intervention. As part of behavioral coaching, professional and 
trained transformational coaches use the model of person-centered psychology, which is based 
on what is known as “holding up a mirror” (Rothwell 2015) for the individuals to get to know 
themselves on a much deeper level and get present to the history of their behavior and attitude 
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development through the years. This is an effective approach to individuals’ self-awareness and 
self-realization because by conducting an inquiry with the coaches’ support, they will see through 
themselves. This way, they always remember their own process of self-realization because they find 
it and not something imposed on them by someone else.

You can see the connection and impact of being on doing through the mindset as it is displayed 
in Figure 8.4.

Impact of Who We Are Being on What We Are Doing and Quality of Life

Transformational coaching uses an ontological approach and coaching to develop individuals to 
see the impact of who they are being on what they are doing and how learning effectiveness would 
open space for effectiveness and increase the quality of their lives (see Figure 8.5).

In the fast-paced life and work environment that constantly demands change, going on with a 
safe state of operation and leadership is not sufficient. That is a reason for organizations attempting 
to develop leadership qualities in their personnel so they can create strategies for essential elements 
of leadership and management, such as behavior, performance, productivity, and communication. 
To cause this environment, there is a need for a much richer learning approach and a much deeper 
understanding of one’s behavior and what is causing their actions. Organizations need to provide 
transformational coaching that addresses deep elements of individuals being in a way that sheds 
light on the source of their behavior and assists them in realizing why they are behaving the way 
they do and be.

From the standpoint of the ontological approach to coaching, individuals’ state of being is a 
persistent dynamic interaction between their emotions, their language, and their body that results 
in their behavior (as it was discussed in Chapter 7 and Figure 7.2), and individuals’ behaviors 
would determine the quality of their communication and performance in a personal and pro-
fessional environment (Sieler 2020). As you can see in Figure 8.5, the state of being holds the 
whole thing together and plays on the background of developing qualities in life. Without our 

Figure 8.4 Connection and Impact of Being on Doing Through the Mindset.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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understanding of who we are being at the moment that we are doing something, we will be in the 
dark about why we have produced certain results in life. We can be resentful, regretful, reserved, 
closed, uncooperative, negative, scared, jealous, and keep ourselves away from others. But we can 
be happy, grateful, appreciative, cooperative, open, positive, and be in relationship with others. We 
have a choice. With ontological coaching, we can recognize our state of being that builds up the 
way we think, decide, and act (Bakhshandeh 2009).

Role of Language

Human language is the ultimate human-invented technology. Without language, we could get 
nothing done and could not build up the world of technology and advancements the way human-
ity has done it until now. According to Sieler (2005), language is much more than explaining day-
to-day life events; with our language we are inventing our own realities, and we would behave and 
act based on that perceived reality (Bakhshandeh 2009). The transformational coaches will work 
with individuals, using relevant tools and techniques that empower individuals to see the crucial 
role of language in their lives.

Role of Feelings and Emotions

The transformational coach will assist individuals in reflecting on their feelings and emotions and 
their role in their mindset, behavior, and performance. Our feelings and emotions generate our 
moods, which will drive out our negative or positive behaviors and activities, including but not 
limited to communications and performances (Sieler 2020; Sieler 2005).

Role of Body and Physicality

Our way of being is ingrained with many issues with a negative impact on our body and physical-
ity. I am sure we all have heard the phrase “Old habits die hard.” Ontological coaching invites 
individuals not to fight these engraved habits but to realize how slight and delicate changes in 
their body can have great positive effects on their moods and generate a better positive view of 
themselves, which would naturally affect their tendency to be more effective and productive (Sieler 
2020; Sieler 2005).

Quality of Life, Experience, and Presence

People’s understanding of their way of being and their awareness of how their way of being impacts 
their language, emotions, and body will allow them to choose how they want to be in any moment 
of their lives. These choices directly affect the quality of discussion with others and the quality 
of relationships they have engaged in already or are building newly. These two major qualities 
directly affect people’s effectiveness in generating a positive mindset and displaying positive behav-
iors. Quality of discussions and the quality of relationships have a direct influence on people’s 
ability to relate and connect with others and effectively communicate with them (see Figure 8.5).

Recently, during the last several decades, researchers have shown an increase in an understand-
ing of the vital role of communication and behavior in people’s learning process, which is not 
separated from organizational learning and understanding of systems, structures, and processes. 
As you can see in Figure 8.5, under the umbrella of state of being, the quality of discussions and 
conversations increases the quality of relationships, which are the bloodlines of organizational 
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effectiveness. This will naturally result in the quality of outcomes, including the organization’s 
efficiency in activities and productivity, that will positively affect increasing performance and 
produce quality products and services.

However, we shall notice this sensitive fact, that as important and essential as the state of being is, 
without combining it with state of doing, nothing will happen in the real world and real results, per-
sonally or professionally. The state of being in the background holds the space and is the source of the 
entire operation, while what we are actually doing to produce the outcomes is happening in the state 
of doing (see Figure 8.5). The state of doing is as vital for producing results as the state of being. If 
we are planning for a successful organizational transformation, we shall pay attention to both sides.

There are two sides to organizational change: I. The “Doing.” This side is about processes, 
measurements, tools, structures, and procedures. This side is about Management. II. The 
“Being.” This side is about participation, commitment, attitude, creativity, overcoming re-
sistance to change, and self-leadership. This side is about Leadership. Good management 
(the Doing) is not enough to create lasting growth. The change also requires leadership. Our 

Figure 8.5 Increasing Quality of Life, Experience, and Presence by Applying State of Being and 
Managing the State of Doing.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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powerful program is necessary to develop the Being side of businesses and organizations 
committed to sustainable change. By applying simple tools and concepts, desired changes 
in organizational performance occur through individual transformation.

(Primeco Education 2022, n.p.)

Benefits of Ontological Approach to Coaching

Some benefits of ontological coaching reported by individuals who went through transformational 
coaching are:

 1. Increased individual velocity
 2. Increased productivity and overall success
 3. Recaptured interests and passions
 4. Accomplished more in less time
 5. Stretched imagination and self-expression
 6. Invented a personal life vision and put it into practice
 7. Communicated directly, clearly, and effectively
 8. Increased overall efficiency and effectiveness
 9. Developed relatedness and strong rapport with others
 10. Fell in love with life again and lived it fully!

(Primeco Education 2022)

Ontological Approach to Transformational Coaching Questions

Table 8.1 presents examples of questions that transformational coaches can ask to open inquiries 
for developing leadership qualities among participants.

Positive Psychology Coaching

Throughout the history of humans, the subject of happiness and interest in being happy has been 
on top of people’s interests. From ancient Greek philosophers to modem times, thinkers and psy-
chologists have deliberated on matters associated with happiness and what it takes to be happy.

St. Thomas Aquinas, John Stuart Mill, Gustave Flaubert, Charles, and Abraham Maslow 
are just a handful of the notable thinkers who turned their attention to the emotional Holy 
Grail—happiness. In modem times, happiness has, if anything, gained momentum in the 
popular imagination.

(Biswas-Diener and Dean 2007, 28)

What Is Positive Psychology?

Positive psychology is a branch of the science of psychology centered on individuals’, teams’, 
and groups’ strengths, functionality, and improving well-being. The concept of positive psychol-
ogy also applies to organizations and communities. The name positive psychology was originally 
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Table 8.1 Examples of Ontological Approaches to Transformational Coaching Questions. 
Author’s Original Creation.

Examples of Ontological Approach to Transformational Coaching Questions

Instructions: Think of a situation that did not go well such as an upsetting one, an 

uncomfortable scenario, or a relationship you care for but is not going as well as you desire, 

at home or at the workplace. It could be an unworkable situation between you and your 

colleagues or manager. Relate these questions to the selected situation.

State of Areas of Concern # Questions

BEING Language: Speaking & 
Listening

1 How do you see and relate to the speaker?

2 What is your interpretation of what they are saying?

3 What is your inner chatter saying about the speaker?

4 What is your interpretation of what you are hearing?

5 What are you observing about this interaction?

Emotions &
Moods

1 How do you feel about this situation?

2 What are the emotions while you are in the situation?

3 What are your moods when you are in a similar situation?

4 How do you describe your state of being in this situation?

5 Are you aware of who you have been being in this situation?

Body &
Physiology

1 What are your body sensations when being that way?

2 What is the link between your way of being and what you 

feel in your body?

3 What is your interpretation of your body sensation?

4 How are these sensations affecting your behaviors?

5 What happens to your body sensations when you alter 

your way of being?

DOING Quality of 
Discussions

1 What way of being would help you to establish 

productive discussions?

2 What could you do differently to have a more quality 

discussion?

3 What elements of effective discussion should you work on?

4 What are your ineffective attitudes and behaviors that 

need to be altered?

5 What are you committed to producing in this situation?

Quality of 
Relationships

1 What way of being would help you to establish effective 

relationships?

2 What could you do differently to have a more quality 

relationship?

3 What elements of being related should you work on?

4 What are your ineffective attitudes and behaviors that 

need to be altered?

5 What are your commitments to this relationship?

Source: Copyright 2022 by Behnam Bakhshandeh.
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created by Abraham Maslow, the therapeutic viewpoint of Carl Rogers, and other psychologists 
who encouraged the use of strengths in individuals (Foster and Auerbach 2015). Years later, 
Martin Seligman, a psychologist, established positive psychology as a psychological methodol-
ogy based on scientific study and systematic concepts. This groundbreaking approach to the 
concept of happiness investigates why individuals want to be happy, why they are happy and 
what it would take to keep them happy and maintain such happiness in the main aspect of their 
lives and professions (Seligman 2002). The positive psychology approach comprises an acceler-
ating combination of scientific and methodological research and positive psychology coaching 
approaches and techniques proven to improve individuals’ chances to reach their goals in life 
(Green 2014).

Background of Positive Psychology

When the concept of positive psychology was created as a new academic field of study, it was 
facing asceticism and was believed to be a passing trend among new waves in the field of psy-
chology. However, Martin Seligman collaborated with many professionals and authorities in 
other fields, such as Mihaly Csikszentmihalyi, author of Flow (1990), one of the inflectional 
studies of its time, and Edward Diener, a prominent psychologist with many years of experience 
in research and study in happiness, and added solid credibility to the new concept of positive 
psychology (Rao 2013). By 1998, the mentioned researchers and scientists established the foun-
dation for this new science in psychology, which was recognized by the academic and scientific 
communities. “Positive psychology is, indeed, a science, and it is profoundly significant in the 
coaching profession” (2013, 64).

When American psychologists published Seligman and Csikszentmihalyi (2010) and pre-
sented their innovative and pioneering argument on positive psychology, some pointed out that 
the science of psychology shouldn’t only look for what is not working with people and their 
behaviors, but the field should also focus on generating a culture of positive well-being with 
the background of hope, personal development, growth, and prosperous mindsets (Green and 
Palmer 2019).

The Implication of “Positive” in Positive Psychology

Under normal circumstances, people have reported the level of their positive feelings and emotions 
by self-evaluating levels of joy, happiness, satisfaction, or contentment in their lives, relationships, 
or professions. According to Foster and Auerbach (2015),

Seligman tied positive emotions to what he termed the “pleasant life,” in which a person 
experiences pleasures like a relaxing holiday interacting with others in ways that are pleasing 
and worth repeating. When the word positive is used to denote desirable ways of interact-
ing, in referring to positive communication or positive relationships, the positive aspect is 
about contributing to the well-being of all the parties involved.

(5)

Seligman (2002) concluded that people would find personal happiness in their lives within three 
dimensions that people can improve, nurture and encourage: (1) the Pleasant Life, (2) the Good 
Life, and (3) the Meaningful Life (see Figure 8.6).
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Foundation of Positive Psychology Coaching

Even though positive psychology and the field of coaching complement each other (Green 2014), 
there is limited scholarly research published on the results of blending these two disciplines (Green 
and Palmer 2019). However, as Biswas-Diener and Dean (2007) underlined,

you do not need to be a trained research scholar to understand and use the literature 
on positive psychology. Unlike mathematical theories of light refraction or the cellu-
lar development of mycosis fungoid, psychology is a commonsense science that is easily  
accessible to all.

(13)

The two fundamental foundations of positive psychology coaching according to Biswas-Diener 
and Dean (2007) are shown next:

One: Concept of Happiness and Positivity

The first fundamental foundation of positive psychology coaching is the concept of happi-
ness. Ultimate personal happiness and fulfillment is a matter and interest that affects everyone. 
However, knowledgeable transformational coaches realize that few coaching participants come to 
the coaching table intending to become happy and fulfilled.

Perhaps this is because happiness is implicitly understood to be the single ultimate goal 
underscoring all other goals that grace the minutes of our coaching sessions. Perhaps it is 
because happiness is commonly seen as trivial, lighthearted emotional happenstance, which 
ought to take a back seat to weightier matters of work and family.

(2007, 13)

Figure 8.6 Seligman’s Dimensions of Happy Life.

Source: Adapted from Seligman (2002).
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However, it is worth mentioning that research indicates that happiness is much more than a goal. 
Happiness is one of the essential elements of people’s healthy performance and functionality in 
their lives. The concept of happiness and positivity is most likely one of the most important per-
sonal resources that individual clients or teams and groups overlook (2007).

Two: Individuals’ Character Strengths

The second fundamental foundation of positive psychology coaching is people’s character strength. 
Paying attention to individuals’ characteristic strengths is not a new idea. Looking at human leadership, 
we can see many leaders who have inspired nations and the world with their characters and strengths. 
Mohandas Gandhi and Martin Luther King Jr. are examples of such concepts. Transformational 
coaches use positive psychology to underline individuals’ strengths and positive attributes versus their 
weaknesses and shortcomings. That is the reason for the attraction of transformational coaching when 
participants take ownership of their power and personal strengths as a wonderful way to improve their 
self-confidence and build up more optimism and positivity (Biswas-Diener and Dean 2007).

Positive Thinking versus Positive Psychology

Many people mistake positive psychology with positive thinking; however, there is a fundamental 
distinction between positive thinking and positive psychology. As Seligman (2002) explains, positive 
thinking is a mental and thought activity practiced by individuals thinking about positive things. 
Positive psychology is a psychological discipline supported by empirical research. Positive psychology is 
researched and supported by academic rigor, whereas positive thinking is mostly a pop culture practice.

Most would say that being a positive person and seeing the good in things and in people are 
desired characteristics. However, planning things, counting on just positive feelings, or believing 
what someone says to be positive is naive. It is important to have a positive outlook about life, 
events, and other things while still being responsible for doing our due diligence and researching 
their statements or declarations. After all those considerations, the choice becomes clearer about 
making a deal with someone, accepting someone’s proposal, or starting projects. To be a positive 
person does not mean to judge and evaluate others at first sight but to benefit from the doubt by 
not mistrusting them or having some preconceived notion or inner chatter about them. Positivity 
is great as long as there is accountability for the reality of the situation in time, distance, and form.

Positive thinking, like positive psychology, has certain elements that would generate positive 
thinking in an individual. For people to participate in positive thinking, they need to participate and 
practice a set of positive mindsets and display positive behavior and a positive outlook about life and 
the environment around them. Figure 8.6 displays a combination of attribution to positive thinking 
from elements of positive psychology, mindfulness, and emotional intelligence (see Figure 8.7).

Benefits of Positive Psychology

Research has proven many benefits of practicing positive psychology. The following are several of 
the most common results reported by positive psychology practitioners who have participated in 
such studies and have reported on individuals who underwent positive psychology practice:

 1. They became much happier in their lives.
 2. They established a deeper personal relationship.
 3. They had a productive relationship at work.
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 4. They increased their self-confidence.
 5. They were more effective and productive in their profession.
 6. They positively affected their environment.
 7. They took on their health and practiced a healthier lifestyle.
 8. They were more influential in their communities.
 9. Their positivity and happiness were contiguous.
 10. They increased their vitality.

(Seligman and Csikszentmihalyi 2010; Green 2014; 
Diener et al. 2002)

Examples of Positive Psychology Coaching Questions

Table 8.2 represents some of empowering and positive questions being used by transformational 
coaches during the implementation of positive psychology coaching. Please note the personal area 
questions and professional area questions could be used individually and intermixed with one 
another to produce results with the participants.

Figure 8.7 Elements of Positive Thinking from Elements of Positive Psychology, Mindfulness and 
Emotional Intelligence.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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Table 8.2 Questions by Transformational Coaches When Using Positive Psychology 
Coaching. Author’s Original Creation.

Some Examples of Positive Psychology Coaching Questions

Area # Questions

Personal 1 What is going great for you?

2 What are the things, people, or areas you are grateful for?

3 What things, people, or areas do you feel so good about?

4 Do you need more time to think about this desired change?

5 Have you explored any other reasons or options for this discussion?

6 What are the reasons for you to stop pursuing that change?

7 Which one of your known strengths will help you in pursuing this 

change?

8 What areas of your life are already going well for you?

9 Which one of your strengths do you use for this change to go well?

10 How can you apply the same strengths to succeed this time?

11 What stimulates your curiosity?

12 How do you rate your general positivity most times?

13 What are you doing to increase or improve your positive mindset?

14 What do you see as a possibility for increasing or improving your 

positivity?

15 What do you see possible in your relationships by improving your 

positivity?

Professional 1 Have you listed your accomplishments?

2 What are the top three things you like about your work?

3 What are on your accomplishment goals list for this year?

4 What do you use to measure your success?

5 Have you investigated your motivations for making these changes?

6 How do you rate your dedication to your success?

7 In what degree of intensity are you willing to work on implementing 

this change?

8 How will reaching your goals assist you in conveying your values?

9 Which one of your principles will be fulfilled by reaching this change?

10 Who else are benefiting from accomplishing this goal?

11 What is your action plan to eliminate obstacles and remove challenges?

12 Who can assist you in removing obstacles on your way to achieving 

your goals?

13 Who are people you work reasonably well with?

14 Who do you think has relevant strengths that can help you with this 

project?

15 How could you enhance and improve your strengths?

Source: Copyright 2022 by Behnam Bakhshandeh.
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Emotional Intelligence Coaching

This section briefly defines, explains, and touches on some key emotional intelligence and related 
skills and attributions. However, given the essential role of emotional intelligence in transforma-
tional coaching and its effect on effective leadership, we will explain this powerful concept and its 
influence on coaching in Chapter 13.

Emotional intelligence, also known as EI or EQ (Emotional Quotient), contains the indi-
viduals’ capacity and capability to recognize, evaluate, and positively influence their own 
emotions as well as others around them. People who practice EI can relieve their stress in 
a healthy way, effectively communicate, overcome life challenges, and neutralize conflicts 
(Goleman 2007).

According to the Oxford University Dictionary (2022b), emotion is defined as

any agitation or disturbance of mind, feeling, passion; any vehement or excited mental state.

It also defined emotional intelligence as:

the ability to understand your emotions and those of other people and to behave appropri-
ately in different situations.

Goleman (1995) shared his view of emotion as

I take emotion to refer to a feeling and its distinctive thoughts, psychological and biological 
states, and range of propensities. There are hundreds of emotions, along with their blends, 
variations, mutations, and nuances. Indeed, there are many more subtleties of emotion than 
words for.

(255)

Background of Emotional Intelligence

Emotional intelligence is considered a reasonably new behavioral recognition model that rose to 
notoriety and reputation after Daniel Goleman’s 1995 book Emotional Intelligence. Emotional 
intelligence has been characterized as the “ability to monitor one’s own and others’ feelings 
and emotions, discriminate among them, and use this information to guide ones thinking and 
actions” (Mayer, Brackett and Salovey 2004 n.p.). Originally emotional intelligence developed 
around the 1970s and 1980s through the research and writings conducted by psychologists such 
as Howard Gardner, Peter Salovey, and John (Jack) Mayer. Emotional intelligence is proven 
to be useful at both the team level and the organizational development level, given that the 
development of people in EQ doctrines provides a new perspective to observe, understand, 
and evaluate the individuals’ mindsets, attitudes, behaviors, management styles, intrapersonal 
and interpersonal skills, and their potential for present and future personal and organizational 
endeavors (Rao 2013).

Levels of Emotional Intelligence

Two different levels of emotional intelligence define individuals’ abilities and behaviors (Goleman 
2007; 1998).
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Low Emotional Intelligence

This level of emotional intelligence implies individuals’ lack of ability to distinguish their emotions 
in themselves and others accurately. Individuals with low EI are not competent to use emotional 
experience to direct their thinking. Therefore, they cannot manage their actions and reactions to 
such emotions in all aspects of their lives (2007; 1998).

High Emotional Intelligence

This level of emotional intelligence implies that individuals can control and manage their interac-
tions with negative people with toxic mindsets. People with a high EI can keep their thoughts and 
moods in check. In case of the need to deal with toxic and negative people, they consider a rational 
approach and appropriate action. They can detect their own emotions, and they won’t allow their 
hot and boiling emotions, such as anger or frustration, to add to already unworkable situations 
(2007; 1998).

Table 8.3 compares examples of individuals’ abilities or lack of abilities to manage their emo-
tions and actions in situations and in relation to themselves and others.

Some Examples for High & Low Levels of Emotional Intelligence

# Areas Individuals with Low 
Emotional Intelligence

Individuals with High  
Emotional Intelligence

1 Self-Awareness Because of low self-awareness, 

they are not open to any new 

information and are opinionated 

because of low self-awareness.

Because of high self-awareness, 

they are aware of what they 

don’t know and will collect 

information and make an 

informed discussion.

2 Empathy Due to not having empathy, not 

relating to others, they are 

insensitive to others’ emotions.

Due to a high level of empathy, 

they display understanding and 

relatedness with others.

3 Accountability Because of no accountability, they 

will not take responsibility for 

their actions and always blame 

others.

Because of their strong 

relationship with accountability, 

they have no problem declining 

a project or saying no when they 

need.

4 Motivations Given their low motivations, they 

are told to handle life’s 

circumstances.

They are highly motivated, care 

about their performance and 

productivity, and deal with life 

circumstances speedily.

5 Interpersonal 

Skills

Due to the lack of social skills, 

they don’t have strong and 

workable personal or 

professional relationships.

Due to their high social skills, 

they can resolve challenges with 

consideration for both sides.

Table 8.3 Comparisons of Abilities between Individuals with Low and High Emotional 
Intelligence.

(Continued)
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Some Examples for High & Low Levels of Emotional Intelligence

# Areas Individuals with Low 
Emotional Intelligence

Individuals with High  
Emotional Intelligence

6 Self-Regulation Because of their low self-

regulation, they are emotionally 

unstable and unable to manage 

their emotional outbursts.

They have high self-regulation 

and can accept responsibility for 

their mistakes and move on to 

the next thing without drama.

7 Relationship 

Management

They are generally very self-

serving and self-centered; 

everything is about them and 

their interests.

They are generous and 

participatory in projects that 

serve others and benefit the 

community or society.

8 Communication 

Skills

They are not aware of their lack 

of communication skills, and 

they cannot deliver their 

message effectively. They mostly 

interrupt and speak loud 

without clear directions.

They are good communicators 

and use elements of active 

listening that serve both sides of 

an issue and help resolve the 

issue at hand.

9 Self-Confidence Because of their lack of self-

confidence, they are not 

engaging in conversations or 

initiating an action. As a result, 

they do not receive criticism and 

ignore the input.

Because of their high self-

confidence, they engage with 

others and conduct discussions 

well. They can receive criticism 

and responsibility.

10 Intrapersonal 

Skills

Given a lack of self-awareness 

and lack of confidence, they 

cannot share their emotions and 

feelings with others because 

they cannot distinguish them.

They can share their emotions 

and feelings with others 

responsibly and productively.

Sources: Adapted from Goleman (2007); Bakhshandeh (2004); Goleman (1998).

Emotional Intelligent Support in Leadership

Emotional intelligence is not just a good idea and a trend of fashionable dialogue. There is much 
valuable research conducted by many reputable researchers, authors, and academics behind this 
powerful approach to understanding the impact of emotions on people’s psyche. Emotional intel-
ligence is becoming the key elements of hiring managers and personnel in leadership positions by 
organizations that care about installing people with self-awareness and self-regulation in positions 
with constant interactions with employees.

Given that much research has been conducted in and about EL, there are also many per-
spectives about the elements of EI. They are all great, and they cover one another; for example, 
empathy, compassion, and relatedness can be all under the umbrella of social awareness. Integrity, 
responsibility, and accountability can go under one umbrella of self-regulation, which is also 
known as self-management. However, in this section, we are working on introducing four main 
elements of emotional intelligence as the four columns of EL. We dig deeper into the EI and these 
four pillars in Chapter 14 of this book.

Table 8.3 (Continued)
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Four Cornerstones of Emotional Intelligence in Leadership

As we mentioned earlier, according to researchers, there are many components of emotional intelli-
gence; however, in this section, we are talking about the four cornerstones of EL, which encompass 
the emotions mostly related to leadership positions and used by transformational coaches to intro-
duce to participants for developing them to become highly positive and influential in their leader-
ship positions. These four cornerstones of EI are (1) self-awareness, (2) self-regulation (also known 
as self-management), (3) social awareness, and (4) relationship management (see Figure 8.8). As 
Connors (2020) also mentioned, the initial approach to being an emotionally intelligent leader is to 
understand the main elements of EI in leadership development and learning of your own emotions.

As we mentioned earlier, we briefly categorize these four EI cornerstones here, and then expand 
on them in Chapter 14.

Self-Awareness

The EI cornerstones start with the individuals’ self-awareness. That means the understanding of 
themselves and the emotional sources of their mindsets and behaviors, plus their understanding 
of where and how to use their understanding for their growth, development, and influences on 

Figure 8.8 Four Cornerstones of Emotional Intelligence for Supporting Leadership.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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others. Self-awareness has provided us with the ability to detect and understand our emotions, 
temperaments, dispositions, and motives and their influence on others. The qualities related to 
self-awareness include but are not limited to:

 ◾ Emotional awareness: An understanding and knowledge of the emotions they are 
experiencing.

 ◾ Self-control: The ability and capacity to channel their emotions to a healthy situation as an 
alternative to pushing them down or forcing them out.

 ◾ Self-assessment: The comprehension of a set of knowledge, skills, and competencies can 
provide them with insights into their understanding of their emotions.

 ◾ Intrapersonal skills: The ability to distinguish and realize their thoughts and related emotions.
(Bakhshandeh 2021; Connors 2020; Goleman 2015; 

Hockenbury and Hockenbury 2007)

Self-Regulation

The second cornerstone is self-regulation, also known as self-management. This EI element is about 
people holding themselves accountable to their commitments and being adaptable to a variety of posi-
tive or negative situations and their related emotions. Self-regulation is our ability to recognize and 
redirect our disturbing inclinations and temperament with an inclination to concede immediate judg-
ment and to apply considerations. The qualities called self-regulation include but are not limited to:

 ◾ Emotional balance: The state of being conscious of their emotions is sufficient to manage 
them reasonably and gently.

 ◾ Adaptability: The degree of severity on their ways, mindsets, and approaches in adapting 
to new ideas and situations.

 ◾ Positivity: The ability to positively affect their relationship with others, including peers, 
managers, organizations, and customers.

 ◾ Accountability: The state of being accountable, particularly on their willingness to take 
responsibility or to account for their actions.

(2021; 2020; 2015; 2007)

Social Awareness

Social awareness indicates a continuum that runs from instantly sensing other’s inner state, to 
being aware of their emotions and related thoughts, to recognizing complex social circumstances. 
This EI cornerstone necessitates social skills as much as having understood and controlled indi-
viduals’ emotions. Their lifestyle or style of communicating and socializing or their popularity is 
not sufficient to have social awareness, and not enough to deal with contradictory and complicated 
situations from lack of social awareness and related emotions. The qualities related to social aware-
ness include but are not limited to:

 ◾ Empathy: The ability to identify and understand others’ emotions.
 ◾ Compassion: The ability to show kindness and understanding for others in the time of their 

suffering.
 ◾ Diversity Awareness: The ability to appreciate, understand, and relate to cultural diversity 

and overall general diversity and differences among people.
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 ◾ Active listening: The ability to pay attention to the person talking and the content of the 
communication.

(2021; 2020; 2015; 2007)

Relationship Management

The quality of life, both personally and professionally, depends on our relationships with others, 
both positively and negatively. However, that doesn’t mean having relationships that are toxic or 
add nothing to our lives. Individuals with a deep understanding of EI are aware of this invaluable 
concept. To have a quality relationship, we must participate and invest in preserving the relation-
ship and do our best to improve it.

 ◾ Influence: The ability to impact and influence others’ mindsets, behaviors, and personal or 
professional developments. The ability to apply positive influence on people by specifying 
their strengths and virtues to empower and inspire them.

 ◾ Trust building: The ability to build trust with others. Establishing a base of trust is crucial 
to building an effective relationship at home or at the workplace.

 ◾ Interpersonal skills: The interest and ability to realize, relate, and effectively interact with others.
 ◾ Communication: The ability to act effectively and efficiently transmit information from 

and to others or places.
(2021; 2020; 2015; 2007)

A summary of the category of emotions and how it illustrates their qualities in shown in 
Table 8.4.

EI Requirements for Delivering an Effective Transformational Coaching

For transformational coaches to use EI to influence people who they are coaching about ineffective leader-
ship and to be effective, they must demonstrate these behaviors and develop a mastery of their own EI:

Qualities and Attributions of Cornerstones of Emotional Intelligence in Leadership

Types Qualities Attributions

Self-Awareness Emotional 

Awareness

• Concerning others’ feelings

• Realizing misunderstandings

• Operating based on trust

Self-Control • Not making impulsive decisions

• Controlling their behaviors

• Possessing conscientiousness

Self-Assessment • Monitoring their learning

• Monitoring their goals’ progress

• Conducting self-efficacy

Intrapersonal Skills • Appreciating oneself

• Being aware of self-motivation or agenda

• Displaying self-discipline

Table 8.4 Qualities and Attributions of Cornerstones of Emotional Intelligence in 
Leadership.

(Continued)
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Qualities and Attributions of Cornerstones of Emotional Intelligence in Leadership

Types Qualities Attributions

Self-Regulation Emotional Balance • Accurately identifying their emotions

• Being mindful of their emotions

• Managing impulse emotion

Adaptability • Being open to learning new things

• Adjusting quickly

• Embracing new ideas

Accountability • Taking responsibility for their actions

• Not blaming or pointing fingers

• Being transparent

Positivity • Being optimistic

• Being resilient

• Being grateful

Social 
Awareness

Empathy • Being sensitive to cross cultures

• Understanding diversity

• Being at service to others

Compassion • Relating to others’ issues,

• Looking for what is right

• Being at ease with others’ failures

Diversity Awareness • Embracing uniqueness among people

• Having mutual respect for everyone

• Having universal treatment for everyone

Active Listening • Paying attention to the speaker

• Responding appropriately

• Providing feedback

Relationship 
Management

Influence • Being charismatic

• Being humble

• Striving to help

Trust Building • Being friendly and approachable

• Being respectful of others’ ideas

• Practicing integrity and accountability

Interpersonal Skills • Being sensitive to others’ moods and temperaments

• Entertaining multiple perspectives on a situation

• Noticing differences among people

Communication • Being aware of nonverbal communication

• Delivering clear and concise messages

• Showing courtesy and listening keenly

Sources: Adapted from Bakhshandeh (2021); Connors (2020); Goleman (2015); Hockenbury and 
Hockenbury (2007).

Table 8.4 (Continued)
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 1. A mastery in understanding and ability to explain and give examples of cornerstones of EI 
for leadership development and their related qualities and attributions

 2. Uninterrupted and continuous development and enhancement on their own emotional 
intelligence and related qualities and attributions

 3. Their own vision and related to personal and professional values and principles as the foun-
dation for their vision

 4. Strong personal and professional relationships with your first circle of personal and profes-
sional people

 5. The practice of integrity, responsibility, and accountability in their business practice as well 
as overall life

 6. Participation in transformational coaching themselves and continue exercising practices that 
strengthen their abilities to deliver transformational coaching

Some Benefits of Emotional Intelligence Coaching

Some benefits of emotional intelligence coaching reported by professional coaches who went 
through transformational coaching with individuals and teams are as follow:

 1. Reduces stress caused by personal and professional responsibility
 2. Prepares individuals to receive constructive criticism openly
 3. Assists willing individuals in overcoming their insecurities and self-doubt
 4. Improves communication and active listening skills
 5. Enhances relationships, social awareness, and social skills
 6. Helps establish a positive environment at both home and workplace

Table 8.5 Questions Transformational Coaches Use When Emotional Intelligence 
Coaching. Author’s Original Creation.

Some Examples of Emotional Intelligence Coaching Questions

# Questions Reasons Behind the 
Question

Benefits of Awareness

1 Do you know how 

your feelings and 

emotions impact 

your behaviors?

Learning of how their 

emotions affect 

their behaviors.

Controlling negative decision makings 

based on experiencing emotions and 

increasing self-regulation.

2 Are you conscious 

of your disturbing 

emotional blind 

spots?

Learning of how their 

blind spots affect 

others.

Recognizing the gap and increasing the 

level of self-awareness.

3 Are you aware of 

what triggers your 

positive or negative 

emotions?

Knowing and 

acknowledging the 

range of emotions is 

vital to 

understanding how 

to control them.

Increasing how to control emotions and 

related potential behaviors and increasing 

relationship management.

(Continued)
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Some Examples of Emotional Intelligence Coaching Questions

# Questions Reasons Behind the 
Question

Benefits of Awareness

4 Do you recognize 

your rising temper 

and when you are 

close to behaving 

negatively?

Understanding 

control over hot 

emotions and 

related temper 

tantrums.

Recognizing, reacting, and resisting hot 

emotions and preventing negative 

behaviors and increasing self-awareness.

5 Are you aware of 

others’ emotions?

Understanding 

awareness about 

others’ emotions.

Increasing on social-awareness and 

interpersonal relationships personally and 

professionally.

6 What are others’ 

reactions to my 

emotions?

Becoming responsible 

for others’ expression 

of who you are.

Assisting with self-regulation and social 

awareness.

7 What are your social 

signals when your 

emotions are about 

to explode?

Understanding social 

cues and signals to 

help control them.

Helping interpersonal relationships at 

home and at workplace.

8 Do you use body 

language and facial 

expressions to 

convey your 

emotions?

Learning of 

expressions that 

convey emotions 

and, therefore, a 

certain message.

Understanding and controlling our body 

language and facial expressions are 

attribution to an adult persona and help 

with social awareness and relationship 

management.

9 Are you practicing 

writing journals 

about your 

emotions?

Recording positive 

and negative 

emotions and 

understanding 

related expressions.

Recognizing patterns and consistency of 

emotions would allow for understanding 

how and when these emotions will get 

triggered. Helping with self-awareness 

and self-regulation.

10 Are you practicing 

using positive 

language?

Becoming aware of 

the type of language 

is being used 

regularly.

Helping with interpersonal relationships, 

relationship management, and social 

awareness.

Source: Copyright 2022 by Behnam Bakhshandeh.

Table 8.5 (Continued)

 7. Improves level of patience for dissatisfaction
 8. Assists individuals and teams in dealing with uncertainties caused by changes
 9. Increases level of personal and professional responsibility and accountability
 10. Reinforces inner teams’ relationships and cohesiveness

(Bakhshandeh 2021; Connors 2020; Goleman 2015; 
Hockenbury and Hockenbury 2007)

Emotional Intelligence Coaching Questions

Table 8.5 represents some of the empowering questions relevant to emotional intelligence coach-
ing used by transformational coaches during their coaching sessions.
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Appreciative Inquiry and Appreciative Coaching

This section introduces appreciative inquiry (AI), appreciative coaching (AC), and their associ-
ated concepts, design, and principles. Many coaching models and professional coaches, including 
transformational coaches, use appreciative coaching for individual, team, and organization levels 
interventions. Appreciative inquiry is a process and approach for creating a positive change. This 
process applies to developing leadership qualities in individuals, such as managers, a particular 
department or a team and departments, or to an organization. Organizations have used AI for 
cultural transformation, strategic planning, staff training, vision building, and leadership develop-
ment (Cooperrider et al. 2008).

History and Background

AI is known as a strengths-based and collaborative undertaking to change by individuals, teams, 
and groups and at the organization level. Any systems involved require human participation. 
David Cooperrider is regarded as the creator of the Appreciative Inquiry Model. But the AI para-
digm was developed around the mid-1980s by both Cooperrider and his mentor Suresh Srivastva, 
at the Weatherhead School of Management at Case Western Reserve University (“Appreciative 
Inquiry Commons” n.d.).

According to Cooperrider et al. (2003), the expression of Appreciative Inquiry is frequently 
referred as both:

 ◾ The AI paradigm: Conveys the notions, principles, and the underlining theory behind a 
strengths-based change method.

 ◾ The AI methodology: Conveys the particular operating techniques and processes being 
used to generate a positive shift in a system that runs with humans.

Essentially, AI procedures are consisted of open positive inquiries and of asking empowering 
questions that would increase the potential of possibilities in a nonaggressive environment. 
According to White (1996), “Appreciative Inquiry focuses us on the positive aspects of our lives 
and leverages them to correct the negative. It’s the opposite of problem-solving” (“Appreciative 
Inquiry Commons” n.d.). According to Cooperrider et al. (2008), the AI paradigm is that peo-
ple consistently explore ways to categorize their feelings, emotions, modes, thoughts, and beliefs 
into reasonable and easy-to-understand perspectives so they can better understand complex 
concepts and notions. Because when we gather and organize complex notions and ideas into a 
simple and easy-to-understand context, then we have formed a paradigm (Rothwell et al. 2021).

Stages of Appreciative Inquiry and Coaching

“The Appreciative Inquiry, 4-D Cycle is a dynamic, iterative process of positive change” 
(Cooperrider et al. 2003, 101). Later, one new stage was added to the original 4-D stages, and that 
was the define stage as the first stage of the AI or AC approach and process, which is now known 
as the 5-D cycle (Watkins et al. 2011). Depending on working with an individual, a team, an 
organization, or a community, and the nature of what needs to be accomplished, this AI process 
can go from simple two-day coaching to even a year or longer process.

During the transformational coaching, the coaches will guide the participants through the 
five stages of AI by asking questions designed to support participants during the five designated 
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stages. Coaches assist participants in becoming present to their dreams and preferred future 
from an inspiring standpoint instead of attempting to overcome a past failure. Coaches will 
direct participants to keep their minds on and inquire into “What is working?” as opposed to 
“What is wrong?”

The phases of 5-D are as follows (see Figure 8.9):

 ◾ Define Stage: This stage is about defining participants’ interests and desired topics for the 
coaching undertaking and what they are focusing on. In this stage, with the guidance of 
the coach, participants will have inquired into “who else needs to be involved” or “what 
they need to bring to the game” to achieve the declared intention and the topic. The main 
inquiry in this stage is all about “what it is” and “who is involved” (Cooperrider et al. 2003; 
Cooperrider et al. 2008).

 ◾ Discovery Stage: This stage is about coaches establishing a positive relationship with the 
participants and leading them to an empowering viewpoint by validating the wisdom of 
“what is possible” and to have inquiries for the best attributes of “what it is” at this moment. 
This stage is about assisting the participants in discovering what the possibilities are and 
realizing opportunities for themselves and their desired future. The primary inquiry in this 
stage is around “why things are the way they are now” (2003, 2008).

 ◾ Dream Stage: This stage is about the coaches encouraging the participants to dream and 
create empowering images of possibilities by expressing and sharing their desired futures. 
The main inquiry in this stage is about “what could be,” and envisioning “what is possible” 
for the participants and their lives. The transformational coaches will assist the participants 
in verbalizing their aspiring futures (2003, 2008).

 ◾ Design Stage: This stage is about transformational coaches supporting their participants 
in bringing their preferred dreams/futures into light and emphasis by affirming the reali-
ties of those dreams/futures. The main focus of this stage is on “how it could become” 
and describing the idyllic pictures of “what the future could be.” While the coaches are 
supporting the participants in realizing their dreams/futures simultaneously, they are 
supporting the participants to design their action plans based on a realistic approach 
(2003, 2008).

Figure 8.9 Five Stages of Appreciative Inquiry and Coaching.

Source: Adapted from Cooperrider et al. (2003).
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 ◾ Destiny Stage: This stage is about focusing on “what will be” and for the participants to 
look into how to empower, learn, and adjust their action plans to realize their dreams/
futures in the present time. This would be achieved by empowering participants to 
increase their capacity to generate the desired futures and being more and more inspired 
to hold on to their action plans. The primary inquiry at this stage is about “what it will 
be” (2003, 2008).

Table 8.6 summarizes the relevancy of these five stages, their central inquiries, and the descrip-
tions of what would be included at each stage.

The Primary Principles of Appreciative Coaching

The appreciative coaching process has five core fundamental principles and philosophies (Oren 
et al. 2007) as follows.

The Constructionist Principle

During the coaching process, transformational coaches should look for declarations by the participants 
regarding their self-realizations and perception of their lives, families, and their careers. Throughout the 
coaching process, the coach should keep bringing the participants back into being clear of self-judgment 

Table 8.6 Summary of Five Stages of Appreciative Inquiry Coaching.

Summary of Appreciate Inquiry Coaching Model

Stages Central Focus Descriptions

Define What it is? • What is the topic of interest?

• What are you focusing on?

• Who else needs to be involved?

• What are they bringing to the game?

Discovery Why it is? • Establish a positive connection.

• Lead them to an enabling view.

• Create possibilities & opportunities.

• What is the aspiration?

Dream What could it be? • Encourage them to imagine the future.

• What does the future look like?

• Put that aspiring future in words.

• What is the inspiring future?

Design How could it become? • Bring focus to their intention.

• Confirm the reality of their dreams.

• Support relative and real activities.

• How are you going to do that?

Destiny What will it be? • Empower them to expand their capacity.

• Inspire them to stick to their plans.

• Keep their dreams alive for them.

• What is your action plan?

Sources: Adapted from Cooperrider et al. (2003); Cooperrider et al. (2008); Cooperrider and Diana 
(n.d.).
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and try to keep them whole and complete with no assessment of their past failures and shortcomings. 
Instead, coaches should keep pointing out participants strengths and abilities (2007).

The Positive Principle

The transformational coaches ought to emphasize the participants’ positive effects regarding 
their strengths and achievements. The coaches should keep altering the participants’ language 
from a negative and problematic to a positive and resolution-related approach (2007).

The Poetic Principle

The coaches shall pay attention to the participants’ stories they have to keep repeating to them-
selves. In addition, coaches must utilize the situations to assist and encourage the participants to 
revise components of their stories by creating themselves in positive ways, recognizing new pos-
sibilities, and transforming their difficulties into strengths (2007).

The Simultaneity Principle

The coaches shall consider maintaining their inquiry as to the participants source of awareness 
that guides their desired change. The suitable questions aid the participants in seeing their cur-
rent challenges from a new viewpoint. Coaches should pay attention to the correlation between 
positive inquiry and where such inquiry could take the participants and their experiences (2007).

The Anticipatory Principle

The transformational coaches could be influential in aiding the participants to generate positive 
pictures of themselves through self-declarations and visions for their future. Actually, it is an 
innate and natural trait of human beings to envision and look forward to their future (2007).

Selection of the Topic and Language of Appreciative Coaching

Appreciative coaching’s primary process starts with selecting the topic based on the clients’ strengths. 
As Oren et al. (2007) stated: “Much of the language describing the appreciative approach is inten-
tionally positive, or at the very least neutral” (17). This positive approach is evident in the first step of 
AC called Topic versus. Because, for example, when people set Goals there is always the possibility of 
failing in the process or not achieving the exact goal, which might come with some negative inclina-
tions in the individuals’ minds. Topic sounds more natural and safer for the participants.

Core questions in the AC process discover the client’s strengths, personal and professional val-
ues, past successes and failures, and several aspects of life they desire to have or wish to be differ-
ent. Inquiry into these answers will allow the clients to develop their own answers, which become 
the tools for further learning and possible changes (Oren et al. 2007).

Practical Model for the Appreciative Inquiry Process

Many models have been proposed to define how the AI and coaching process works and what 
process to follow to ensure all the five stages of AI are implemented to provide a quality AI process 
for the participants. For example, the model illustrated in Figure 8.10 is a five-step practical model 
for implementing the AI process (Rothwell et al. 2016):
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Establish Rapport and Build Trust

This part is the most critical element of building a successful coaching process with less resistance 
from the participants. Without establishing trust and building rapport, the coaching process will 
not work.

Assist the Participants in Identifying the Main Issues in Their Way

It is the coaches’ responsibility to aid the participants to get to the major problems in their way, 
and to design a compelling vision for their future which would include personal life and profes-
sional career.

Empower Participants to Envision Their Preferred Future

Regardless of how hard this process might be, it is the coaches’ dedication and responsibility to 
empower participants to find their exciting and foreseeable future built on what they imagine for 
themselves in their lives.

Figure 8.10 Applied Model for Appreciative Inquiry Coaching Process.

Source: Adapted from Rothwell et al. (2016).
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Encourage Participants’ Engagement with the Design

The transformational coaches must ensure that the participants are the ones focusing and work-
ing on constructing their desired future and ensuring they are encouraged during the process and 
acknowledged for their hard work.

Assist the Participants in Designing the Action Plan for Realizing the Vision

This part is about the participants’ action plans and managing the realistic steps to execute and 
fulfill their vision. The transformational coaches must assist participants in concentrating on cre-
ating their purposeful action plans and recognizing them.

Benefits of Appreciative Inquiry Coaching

As an imaginative approach to creating a refreshing personal awareness, individuals, teams, 
and organizations receive many personal and professional benefits going through the pro-
cesses of AI coaching. The following are some of such benefits, according to Cooperrider et al. 
(2003; 2008):

 1. Swift transformative and sustainable change
 2. Changing direction from a problem-focused approach to possibility-focused
 3. Refined and improved perception of oneself and individuality
 4. Renewal of personal and professional commitments
 5. Increased motivation to accomplish personal and professional goals
 6. Built up positive energy
 7. Increased empowering sense of hope for the future
 8. Raised sense of curiosity, interest, and feeling of vitality
 9. Advanced personal and professional relationships
 10. Enhanced interest in conflict resolution approach

Questions for Conducting Appreciative Inquiry Coaching

Table 8.7 displays common questions used by transformational coaches when conducting appre-
ciative inquiry and coaching during their coaching sessions with individuals or teams.

There are similarities in the sets of questions from positive psychology and appreciative inquiry, 
such as looking at individuals’ intentions and strengths. However, simultaneously there are few 
differences in the focus of positivity and the direction of questions.

Strengths-Based Coaching

The strengths-based approach to coaching centers on what individuals are doing well instead of 
trying to fix their weaknesses. This approach emphasizes who people are at their best. Individuals’ 
strengths result from the natural talents they have built with knowledge, skills, and experiences 
(see Figure 8.11).

When people realize their strengths, they will relate to themselves from a compelling stand-
point that can propel them in a forward motion regardless of their present circumstances (Rath 
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Table 8.7 Common Questions for Conducting Appreciative Inquiry Coaching. Author’s 
Original Creation.

Common Questions for Conducting Appreciative Inquiry Coaching

Stage # Questions

Define Questions that help define the interest in the project

1 What are the areas you are concentrating on?

2 Who needs to be involved with this?

3 What should you bring to this project?

4 What is the actual outcome of this project?

5 Who else will benefit from this project?

6 What makes you not feel the time passing?

7 What other situations could enhance your actions when starting this  

project?

8 What are the things you enjoy doing the most?

9 Who could you join forces with during this project?

10 What aspects of your life are meaningful to you?

Discovery Questions that inspire and encourage

1 What is your aspiration for this project/goal?

2 What else do you see possible out of this project/goal?

3 What is expected out of this undertaking?

4 Who are the people you are considering as role models?

5 What are the characteristics of these role models that encourage you?

6 What are you considering as your top three accomplishments?

7 Can you remember a time that everything went smoothly on a project?

8 What would be there if you didn’t pay attention to your thoughts?

9 Are there any strengths you wish for?

10 What could you do to improve your positivity?

Dream Questions that lead the participants to see the desired future

1 What does your desired future be like?

2 Who would help you in making that future?

3 Who do you think would benefit from that inspiring future?

4 What are the top two areas of your life you are willing to change?

5 From your perspective, what are the top four characteristics that describe 

you?

6 What are the top two things you like to accomplish in the next year?

7 What is the top thing you like to undertake in the next three months?

8 What would you experience when you succeeded in your project/goal?

9 What would be your legacy, and what would others know about you?

10 How do you feel about yourself at your best and when everything goes well?

(Continued)
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Common Questions for Conducting Appreciative Inquiry Coaching

Stage # Questions

Design Questions that help establish activities and practices

1 What is your plan for accomplishing this project/goal?

2 What possibly stops you from implementing your plan?

3 What would motivate and inspire you to move forward?

4 What might undercut your action plan?

5 What would be the top five actions you need to complete in this quarter?

6 Who can partner up with you in supporting you in completing your action 

plan?

7 Do you have any new practices you have not done before?

8 What would you consider as meaningful activities for your plan?

9 What would aid you in continuing to the end of the project?

10 What would assist you to be more engaged with this project?

Destiny Questions that would keep participants focused

1 In what area do you need further clarity?

2 Are you doing anything not supporting your desired future?

3 What would you change in your schedule that would support your action 

plan?

4 What of your daily practices needs to alter to achieve your action plan?

5 What new daily routine and activities would you consider to fulfill your 

intentions?

6 How do you rate your discipline from 1 to 10 for following your plan?

7 What would you do to help others who support you on this project?

8 What is your maintenance plan after accomplishing your project/goal?

9 How do you imagine your life after you accomplished your project/goal?

10 How will other facets of your life be positively influenced by this process?

Source: Copyright 2022 by Behnam Bakhshandeh.

Figure 8.11 Strength Formula According to Rath (2007).

Source: Adapted from (Rath 2007, 20).

Table 8.7 (Continued)
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and Conchie 2008). Transformational coaching uses a strengths-based approach to naturally 
increase individuals’ and teams’ value of their strengths.

Transformational coaches will guide the participants to consciously recognize their strengths 
and use them more often and to enhance their success while not ignoring individual weaknesses 
that need to be worked on. In strengths-based coaching, the coaches and coachees look at the 
weaknesses together and come up with a plan to use their strengths to develop their weaknesses 
in a manageable state. The best part of strengths-based coaching time is invested in recognizing, 
being aware, improving, and applying participants strengths to accomplish their goals and inten-
tions because their strengths are leveraging their top performance (MacKie 2016).

In strengths-based coaching, transformational coaches apply the same positive and empow-
ering approach that positive psychology and appreciative inquiry coaching use to lift partici-
pants’ spirits and get them to recognize their aspirations. That is one of the primary reasons we 
have added strengths-based coaching to the combination that developed the Transformational 
Coaching Integration Model (see Figure 8.2).

History and Background

According to Saleebey (2008), the purposeful design of the strengths-based approach was devel-
oped in the early 1980s as an approach to social work at the University of Kansas’ School of Social 
Welfare. Later, Weick et al. (1989) invented the term strengths perspective to explain a procedure 
in which social work practitioners understand the conviction and resources a client retains in the 
framework of their life story (Manthey et al. 2011). Initially, the strengths-based approach was 
a position to engage in opposing a mental health system, which excessively fixated on analysis, 
diagnosis, discrepancies, classification, and pointing at perspective issues. This approach was ini-
tially employed in case management, then moved into other fields of social work and occupations 
designed to help people (Manthey et al. 2011; Saleebey 1996).

Since then, the strengths-based approach has been used in a diversity of perspectives, including 
management, coaching, education, organizations, governmental agencies, and private practice. In 
addition, clients and participants vary from children, teenagers, individuals, couples, families, and 
teams (Saleebey 2008).

Strength Roles

In his 2015 book Standout 2.0, Marcus Buckingham introduced nine strengths-based roles that 
individuals use in their personal lives and professional positions (see Table  8.8). Buckingham 
(2015) explained, “To create the StandOut strengths assessment, we combed through all the many 
hundreds of themes that are possible to measure and identified the most common and powerful 
theme combinations” (8). We must underline that the number of methods and techniques to cal-
culate and determine the delicate individuals’ distinctiveness is endless. However, Buckingham 
(2015) came up with nine general combinations as strength roles (see Table 8.8).

Strengths-Based Coaching Process

Similar to any other coaching process, the strengths-based approach to coaching also has a pro-
cess that transformational coaches follow. The order of steps does not necessarily have to be in 
sequence, as long as the coach and participants recognize their strengths, create a new set of values 
and mindset, and see the opportunities to be more productive and perform in a higher level.
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Table 8.8 Strength Roles Based on “StandOut” Strengths Assessment.

Strength Roles Based on “StandOut” Strengths Assessment

# Role Descriptions

1 Advisor Pragmatic and solid thinkers are individuals at their most powerful space 

when responding to situations and attempting to solve them.

2 Connector Catalytic individuals whose power lies in their appetite to bring people 

and concepts collectively to make a better situation for everyone.

3 Creator Individuals who always try to make sense of the world around them. They 

are good at taking situations apart and coming up with a better 

arrangement.

4 Equalizer Level-headed individuals powerful when attempting to keep the world 

around them in a workable, practical, and ethical balance.

5 Influencer Engaging and persuasive individuals good at relating to others directly and 

encouraging them.

6 Pioneer Viewing the world around them as a sociable place where good things will 

occur. They are optimistic when situations are uncertain.

7 Provider Individuals who have the ability to sense others’ feelings and are 

compelled to identify such feelings and are able to explain them.

8 Stimulator Individuals who host others’ emotions, taking responsibility for them, and 

attempting to turn them around.

9 Teacher Thrilled by recognizing and observing the potential in others, their power 

lies in the power of learning how to release it.

Source: Adapted from Buckingham (2015, 8–9).

The steps in the general process of a strengths-based approach to producing long-lasting 
changes are presented in Figure 8.12 and briefly explained as follows.

 ◾ Establish rapport: In any type of coaching, establishing rapport and creating a background 
of relatedness is the key to creating open and honest communication between a coach and 
participants.

 ◾ Identify the needs: Work closely with the participants to understand the need for 
the change and the necessity of such changes relevant to the need, either personally or 
professionally.

 ◾ Declaring commitments: This is the time to discuss their commitment to fulfill such needs 
and the process of strengths-based coaching. Their declaration of their commitment will be 
the foundation of this transformational coaching process.

 ◾ Identify the strengths: Using a series of questions (see Table 8.9) assists the participants to 
have inquiries about their potential strengths and what they are considered as their top three 
or four strengths that always caused their success.

 ◾ Present opportunities: Conduct inquiry into opportunities to use their strengths for get-
ting closer to their desired needs. Provide empowering perspectives of what opportunity is 
and what they can do to take advantage of their strengths for such opportunities.
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 ◾ Identify changes: Now that their strengths are identified and opportunities are pre-
sented, look at the changes in order. Make sure that they know making changes is their 
free choice. Distinguish for them that no choice is better than other choices; they only 
come with different consequences. Coach them in seeing the relevance between their 
choices and their needs.

 ◾ Create new values: What would be their new set of values and principles that would assist 
them in managing these new changes? Make sure they know there is nothing wrong with 
their previous values, and they don’t necessarily need to disregard them, but they need to 
know for their success in managing new changes and using their strengths to do so, they 
need to come up with new values and the source of the changes.

 ◾ Identify new perceptions: Having perceptions and different points of view are just part of 
being human and nothing to be worried about. However, you need to coach them into see-
ing they have the power to generate a new perspective of themselves, others, productivity, and 
high-performance, using their new set of values and their desired changes in their approaches.

 ◾ Realize new behavior: Assist them in seeing how their new values and perspectives 
positively influence coming with new behaviors or adjusting their current behaviors to 
match their new values, principles, and views of themselves based on empowering their 
strengths and not paying attention to their weaknesses. See into them realizing their 
behavior.

 ◾ Establish long-lasting change. Have an open discussion and inquiry into the impact of 
their new mindset (based on their recognized strengths, new values, and perspectives) on 
their behavior and attitude that would only help them keep the new changes in their lives, 
personally and professionally.

Figure 8.12 The General Process of Strength-Based Approach to Long-lasting Change.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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 ◾ Create maintenance plan: Like any other change process, the maintenance of learning, 
process, and practices is vital to maintaining any change’s positive effect. This is the time 
to establish a maintenance plan with the participants and assist them in coming up with a 
realistic maintenance plan.

Benefits of Strengths-Based Coaching

The following are some benefits of conducting a strengths-based coaching approach as part of 
transformational coaching:

 1. People see the best of themselves.
 2. It increases individual and team motivation.
 3. It increases personal and team productivity.
 4. It uses strengths for a particular situation.
 5. It is a great return on investment for the organization.
 6. It encourages diversity and inclusion.
 7. It assists in building up and developing skills and competencies to work on weaknesses.
 8. It helps with creating stronger values and principles.
 9. It builds stronger partnerships in teams and workplaces.
 10. It enhances positive team and organization outcomes.

(Manthey et al. 2011; Saleebey 2008; Saleebey 1996)

Questions for Conducting Strength-Based Coaching

Table 8.9 displays some of the common questions transformational coaches use when conducting 
strengths-based coaching sessions with individuals or teams.

There are similarities in the sets of questions from positive psychology and appreciative inquiry, 
such as looking at individuals’ intentions and strengths. However, there are a few differences in the 
focus on strengths and direction of questions simultaneously.

Key Takeaways

 1. A coaching model supports and serves both coach and participants as a conceptual structure 
and road map to the desired outcome.

 2. The nature of a coaching model is to be a receptacle for a coaching process and procedures 
on a background of an idea or concept; however, it doesn’t mean that professional and 
experienced coaches have strictly followed only one coaching discipline as a single designed 
model.

 3. Transformation is the display of a shift in an individual from one state of being to another 
(Seale 2011) that would influence their thought processes, attitudes, and behaviors, which 
eventually would have the power to affect others around the transformed individuals such as 
a team or group (Bakhshandeh 2009).

 4. Ontological coaching is an inquiry into human self-awareness, a reflection on humans’ rela-
tionships to their being, and their relationship to reality.

 5. Positive psychology is a branch of the science of psychology centered on individuals, teams, 
and groups’ strengths, functionality, and improving well-being.
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Table 8.9 Common Questions for Conducting a Strengths-Based Coaching Approach. 
Author’s Original Creation.

Some Common Questions for Conducting a Strengths-Based Coaching Approach

Areas # Questions

Identify Needs Questions that help identify the needs

1 What aspects of your productivity or performance are not working for you?

2 From your viewpoint, what is missing in what you do or how you are 

doing it?

3 From your perspective, what are the areas you need to work on?

4 What do you see happening if you improve in these areas?

5 What has been stopping you from working on these areas before?

Identify Strengths Questions that help identify strengths, skills, and abilities

1 What are you good at?

2 What are the areas you have always enjoyed doing?

3 What characteristics do your family, close friends, or coworkers know you as?

4 What are the areas that your manager or supervisor acknowledges you for?

5 What are the things you are confident you can do well?

Present 
Opportunities

Questions that help to get present to opportunities

1 Do you see any opportunity to utilize your strengths?

2 How could you use your strengths to achieve your personal and 

professional goals?

3 Who could benefit from your strengths?

4 How do you feel about yourself when using your strengths and things 

are getting done?

5 How can your colleagues and team members benefit from your strengths?

Identify Changes Questions that help identify areas of change

1 What would inspire you to implement changes?

2 What possibly needs to change, and what would be the reasons?

3 Who would benefit from these changes?

4 How do you utilize your strengths for going through these changes?

5 How could your strengths possibly be on your way to implementing 

these changes?

New Values Questions that would help create a new set of values

1 What are you now valuing after you saw the need for change?

2 What new principles could you follow to empower your strengths 

during this change?

3 What would you change in your daily routine and work that supports 

you and your team?

4 How could you share your values with your colleagues, such as being 

part of it?

5 How could your values be helping to transform your weaknesses into 

new strengths?

(Continued)
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Some Common Questions for Conducting a Strengths-Based Coaching Approach

Areas # Questions

New Perceptions Questions that would help to create new and empowering perceptions

1 How do you perceive your abilities and strengths now based on your 

new values?

2 How do you view yourself and others around your workplace now?

3 What would be new resources to support enhancing your strengths?

4 What would be new resources to support you developing your 

weaknesses?

5 Who can be involved to support you on your actions?

New Behaviors Questions that would help to establish new behaviors

1 Do you see your present behavior match with your new values and 

perceptions?

2 What are the old behaviors you would like to retire?

3 What are the new and empowering behaviors that could support your 

strengths?

4 What would enhance your positive behaviors around home and the 

workplace?

5 What type of behaviors would cause deeper relationship between you 

and others?

Source: Copyright 2022 by Behnam Bakhshandeh.

Table 8.7 (Continued)

 6. Emotional intelligence contains the individuals’ capacity and capability to recognize, evalu-
ate, and positively influence their own emotions and others around them.

 7. Appreciative inquiry procedures consist of open positive inquiries and asking empowering 
questions that would increase the potential of possibilities in a nonaggressive environment.

 8. The strengths-based approach to coaching centers on what individuals are doing well in 
contrast to trying to fix their weaknesses. This approach emphasizes who people are at 
their best.

Discussion Points and Coaching Questions

 1. From your perspective, what are the vital elements to build a strong bond between you and 
your coaching participants during a transformational coaching process?

 2. Considering what you have learned from this chapter about the Transformational Coaching 
Integration Model; what else would you suggest adding to elements of transformational 
coaching? What was missing?

 3. Do you think transformational coaching would make a difference in establishing strong and 
cohesive teams in organizations?

 4. How do you rate yourself from 0 to 10 (0 being lowest and 10 being highest in this and all 
the questions that follow) on your ability to conduct positive psychology coaching?
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• What is missing or in the way of your understanding of the process?
• Have you assessed your KSAs (knowledge, skills, and abilities) in this area?
• What is your action plan to increase your overall rate on this process?

 5. How do you rate yourself from 0 to 10 on your ability to conduct an ontological approach 
to coaching?
• What is missing or in the way of your understanding of the process?
• Have you assessed your KSAs (knowledge, skills, and abilities) in this area?
• What is your action plan to increase your overall rate on this process?

 6. How do you rate yourself from 0 to 10 on your ability to conduct emotional intelligence 
coaching?
• What is missing or in the way of your understanding of the process?
• Have you assessed your KSAs (knowledge, skills, and abilities) in this area?
• What is your action plan to increase your overall rate on this process?

 7. How do you rate yourself from 0 to 10 on your ability to conduct appreciative inquiry 
coaching?
• What is missing or in the way of your understanding of the process?
• Have you assessed your KSAs (knowledge, skills, and abilities) in this area?
• What is your action plan to increase your overall rate in this process?

 8. How do you rate yourself from 0 to 10 on your ability to conduct strengths-based 
coaching?
• What is missing or in the way of your understanding of the process?
• Have you assessed your KSAs (knowledge, skills, and abilities) in this area?
• What is your action plan to increase your overall rate in this process?
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Chapter 9

Transformational Coaching 
Methodologies

Farhan Sadique

Overview

Coaching is often defined as a structured, focused, interaction-based combination of strategies, 
tools, and techniques to promote sustainable human development, performance improvement, 
and change, unlocking the long-term potential and success of the client or latent stakeholders 
(Cox et al. 2010; Ursillo 2020). Traditionally, the process is viewed as long term. Still, in today’s 
fast-changing world, transformational learning may take from a few months to years, depending 
on the client’s emotional attachment and life events (Barner and Ideus 2017).

Transformational coaching cannot be combined in the specifically structured diagram as it 
requires a profound level of personal engagement and deep self-reflective dialogues. However, the 
resources can guide transformational coaches to understand the process and develop their own 
customized approaches based on their capacity, personality, and traits. The systems remain highly 
flexible depending on the need of clients; in many cases, coaches adapt with their framework 
as they see the process as a systematic, structured behavioral pattern that works for them in the 
analytical process; others may find this problematic and would rather stay open to dialogue and 
gradually develop a framework as they ask questions and develop a rapport. Engaging in coaching 
requires a mutual space for self-reflection and awareness of beliefs, biases, and assumptions that 
shape clients’ values and norms, how they react to a different situation, and visualize what they 
want to achieve. Transformational coaches must form a core identity to face challenges as clients 
open up about themselves.

This chapter attempts to underline the following:

 ◾ The purpose of transformational coaching
 ◾ Transformational coaching expectations
 ◾ What transformational coach must offer
 ◾ How the transformational leader creates a change
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 ◾ Foundation of the transformational leadership framework
 ◾ The CLEAR model
 ◾ Characteristics of a transformational coach
 ◾ Transformational leading model

Overview of Transformational Coaching Methodologies

Transformational coaching is the self-actualization process to grow as individuals, the way they 
envision themselves. Transformation takes time, but the impact is permanent. Transformational 
coaches take a passive role; instead of guiding the learner’s activities, they analyze the mindset and 
impact of thoughts, beliefs, perceptions, and cultural influence. It means facilitating significant 
changes in people’s life, going beyond their imagination and current reality through identifying 
their thoughts, emotions, and behavior toward an evolving vision. Transformational coaches ask 
powerful questions; the goal is not to find a solution for the clients; instead, it is a way of guiding 
them to think deeper, identify the reason they want to create a change, and how to see the result 
as the change emerges.

The questions are open-ended; the coaches start with a simple Why or How? And follow up 
with a broader perspective, “Tell me more . . .” or “If you had a magic wand . . . . ” The whole 
course of action creates a fundamental shift and helps clients to interpret their philosophy better; 
a lot can happen between questions, in the silence, where the client is subconsciously developing 
their thought process. The role of a good coach is not to help, guide, lead, push or even pull; the 
coaches are there to ask good questions and listen carefully to build a relationship (Boyatzis et al. 
2019). A particular coaching alliance based on trust and support is required to be a successful 
transformational leader. Changing is always tricky; anyone who wants to change something goes 
through some critical steps and always needs some support in the change process.

What a Transformational Coach Has to Offer

It is imperative to ask what transformational coaches must offer that is different from other coaches 
or how transformational coaching is additional. Change may take on diverse levels, but a transfor-
mational change shifts the underlying assumption of specific values, expectations, and paradigms, 
unfolding their perception of the world. Transformational coaches must invest time to understand 
the client, their roles, goals, and challenges as transformation require dramatic change. It differs 
from transitional, goal-oriented, or situational coaching, which is a much shorter range and very 
specific to a few challenges.

The transformational coach must understand the client’s vision and awareness of the path 
toward their vision. The transformational coach does not provide a specific goal but instead sup-
ports the journey to get there. Some coaches like to follow a structured analytical process with 
follow-up questionnaires to go through these steps of associating visions with reality. Some trans-
formational coaches want to stay open and intuitive on each case as they dig deeper into the 
client’s mindset. The coach leads by example and provides wisdom, skills, and competencies to 
develop strategies, but the client should produce his perspective of the future and the source of 
their desire. Some clients have a comparatively clear vision and a plan of action to undertake to 
make those changes. Unfolding what they want to do, the transformational coaches redirect the 
questions to identify challenges, particularly what stops them from consciously or subconsciously 
achieving their goal.
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Transformational leaders focus on understanding the reality of the situation and provide hopes, 
dreams, and objectives to improve one step at a time. Transformational leaders observe closely and pro-
vide timely, specific, and meaningful feedback to contribute to learning and performance. Sometimes 
they let the silence take the space, as a deeper connection develops behind the moments of silence. 
The uplifting support makes clients feel empowered and helps them make their dream more vibrant.

How a Transformational Coach Makes a Difference

The transformational coach must be passionate about the change; it requires plenty of time and 
effort above and beyond regular coaching. It is an operation for long-lasting change and requires a 
strong commitment from both leaders and participants. The coach needs to be a leader by choice 
and must listen to their own voice. It is a process to discover people’s insights through meaning-
ful conversation and universal truth. The coach must earn trust and reliability from the client 
and honor correct principles. As transformational leaders, the most indispensable components 
are intellectual stimulation to encourage clients, individualized consideration to support relation-
ships, inspirational motivation to keep everyone motivated toward their goals, and idealized influ-
ence to manage followers (Cherry 2020). A transformational coach allows people to dive below the 
surface level to explore their beliefs, image, purpose, and place.

Transformational Leadership Framework

Transformational leaders must understand the core values that will help them develop a robust 
trust-based relationship. The leaders explore the three most critical subconscious factors that 
direct an individual’s intention: being, belief, and behavior. A  transformational leader is not 
there to fix the problem; every person is complete and has the potential to choose their state 
of being. A leader needs to address and recognize the client’s emotional state in consciousness, 
confidence, fear, and creativity. “Doing” encompasses the action; “being” is the underneath self-
image, including values, thoughts, beliefs, and experiences—the moment of “being” influences 
the actions of an individual (Bakhshandeh 2009). The human mind needs to be in a state to 
engage in creative thinking and effective dialogues with transformational leaders. Humans have 
two forms of conscious awareness of “being”: phenomenal consciousness engages in direct subjec-
tive experience, and access consciousness conceptualizes and reflects upon experience (Brendel 
et al. 2021). Emotional intelligence is an essential aspect of transformational leadership.

Transformational leaders adopt a wide range of mindfulness interventions, including cogni-
tive, social, and emotional aspects, to observe the mind and body synchronizations of the client, 
experiencing moment to moment without judging. The leader provides intellectual stimulation, 
positive feedback, and meaningful examples to positively affect the client’s well-being. It helps 
develop openness, patience, security, and trust. It is essential for the transformational leader to 
shift active consciousness, make clients aware of their awareness, and address them.

Belief addresses what the clients hold, which others might not be considered as fact. A nega-
tive belief can affect by dis-empowering the clients and create self-doubt. Beliefs directly affect 
the action of leadership, crisis response, the role of emotions, and communication. A positive, self-
affirming belief system can change over time, influenced by the leaders through positive stimu-
lations. Transformational leaders tap into the being and believe in fostering a positive behavior 
of the clients. The leader makes a difference in the client’s psychological state by developing a 
relationship by sharing their belief and being and making a noticeable impact on their behaviors.
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According to the theory of planned behavior, an individual’s behavior variance is driven by atti-
tude, subjective norms, and perceived control (Ajzen 1991). Transformational leaders develop four 
interconnected behavioral components known as the “Four I’s”: idealized influence, intellectual 
stimulation, inspirational motivation, and individualized consideration (Bass and Avolio 1994; 
Bass and Riggio 2005; Barbuto 2005; Farnsworth et al. 1969; Simic 1988). Please see Figure 9.1, 
which illustrates the Four I’s of a transformational leader’s behavioral component.

Transformational leaders maintain an identity that clients can emulate, admire, and follow. 
A transformational coach offers a combination of knowledge, skills, and attributes to work together 
to drive a transformational experience for clients. As the relationship is based on trust, leaders’ 
behavior makes a massive difference in transformational coaching effectiveness and providing a 
role model (Simic 1988). The transformational leader must create a judgment-free zone for clients’ 
mindfulness and well-being by redirecting and reframing the negative feelings without criticizing. 
The transformation is never easy and often takes a long period; the leaders motivate and inspire 
through enthusiasm and optimism around the client’s vision. Each client is unique, and their 
challenges are different with the potential to grow, and the leader must pay attention to individual 
differences. There is no one-size-fits-all transformational coaching method; the leader must under-
stand the client, earning their trust, and finding ways to delegate tasks to support clients.

The CLEAR Method

The four levels of the CLEAR process are one of the most commonly used methods for transfor-
mational coaches created by Hawkins and Smith (2014), where transformational leaders shouldn’t 
have a goal; instead, they focus on the time. The coaches allocate a general intent to flow in the 
coaching session, starting with a short introduction. The five phases of transformational leaders to 
address clients’ needs, as explained by Hawkins and Smith, are contracting, listening, exploring, 
action, and review. Consider Figure 9.2, which shows the CLEAR model.

The CLEAR model also has four engagement levels: facts, behavioral patterns, reflex feelings, 
and assumptions. It is a combination approach of understating the client and taking actions based 
on the theory of planned behavior (Hawkins and Smith 2014). The contract starts with a conversa-
tion with a client, where the coach will try to understand what the coachee would like to get out 

Figure 9.1 Four I’s of Transformational Leader.

Source: Adapted from Simic (1998); Bass and Avolio (1994).
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of the session, the goal, and the process. Listening helps understand the being and beliefs through 
reflex feelings, and assumptions and behavior through patterns and facts. It is the most crucial 
contribution of the coach, and a transformational coach must be a master of this skill. Coaches 
listen to a client’s viewpoint carefully, take notes, and develop a spirit of cooperation by providing 
meaningful feedback. The transformational coach needs to be free from biases or judgment at any 
conversation stage. Besides listening, the transformational coach uses their profound observation 
to identify unspoken truths through choice of words or tone at this stage. One common error at 
this stage is trying to find a problem and offer a solution, but when coaches see a problem, they 
do not see the person anymore but rather focus on strategies to solve the problem, which triggers 
a stress response (Boyatzis et al. 2019).

The leaders identify actions and assumptions through contracting, listening, and exploring 
the facts from notes and observation. At the exploration stage, transformational leaders make 
the most important impact by asking deeper questions about the events and following up with 
investigative questions. The leaders act by providing a framework and timeline that helps the 
client prepare and plan for the future. At the review stage, the coach looks at the holistic output 
of the clients’ results with no narrowed lens and with a broad open mind. The most important 
aspect of the review is identifying what worked and what did not work as expected. The CLEAR 
model is instrumental, with specific actions to take at each stage of discovering the client. Using 
planned behavior, the coaches can identify what they are looking for, such as facts, behavioral 
patterns, or reflex feelings. Each component carries a deeper route to understanding the client’s 
source of concern and interpretation of their words, which coaches follow up with additional 
questions based on their assumptions.

Figure 9.2 Clear Method of Theory of Planned Behavior.

Source: Hawkins and Smith (2014).
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Transformational Leadership Model

Here is a small case brief before we proceed with the model:
Sheldon works for a company that supplies electrical products. He started as a sales representa-

tive and was promoted to sales manager. He loved to work for the company and felt very appreci-
ated and recognized. He wanted to get into the corporate office and work as a senior buyer with 
lateral promotion; although he was a high performer, the company moved someone else from the 
team. He got frustrated, which affected his performance, connections, and family. He was not 
sure what to do at this point; what went wrong? What could he do better? Or should he just leave 
the organization as he felt he is not a good fit anymore? There were many negative thoughts around 
him, and he felt helpless. How does a transformational coach deal with this situation?

A transformational coach focuses on improving individuals’ qualities and effectiveness by 
addressing their needs and potential. This leadership approach does not have a goal or outcome at 
the starting point; individuals feel a need for improvement to perform better in different capaci-
ties. The transformational coach must have the qualities to understand the need of clients better. 
Transformational leaders care about the people, support and encourage the client as a person, and 
utilize their interpersonal ability to understand the client: what motivates them? How do they 
accomplish goals? Or how that specific client will collaborate with the coach? The dialogues get 
deeper, and most transformational coaches follow a path to carry the conversation forward with 
attainable objectives. A transformational coach continuously challenges, inspires, influences, and 
motivates their clients; see Figure 9.3, which illustrates the transformational leadership model.

Figure 9.3 Transformation Leadership Model.

Source: Author’s Original Creation. Copyright 2022 by Farhan Sadique.
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Challenge

The leaders listen and understand the client’s consciousness and source of emotions before even 
starting the discussion. As there is no goal, the dialogues get priority, interpersonal communica-
tion stays in the core of the system. They invest time listening to the client’s experiences and stories 
and creating an emotional bonding. As they listen and take ownership of the problem to provide 
a meaningful solution, they question with improvement goal. A transformational leader is self-
aware and motivates an individual as a person. As they challenge clients with improvements, they 
are not afraid to take risks and admit mistakes.

Inspire

The feedback is highly individualized, and leaders can adapt to different cases. The leader shows 
empathy for an adverse situation and encourages clients with an open mind. Transformational 
leaders are adaptable and innovative; at the same time, they lead with examples. They believe in 
continuous learning and improvement for themselves and the client; it is a cooperative system 
to develop as a team. The leaders influence their bonding, demonstrating high moral standards, 
values, and priorities toward the common good. It is essential to understand the value of commu-
nication, and the channel should always remain open.

Influence

Transformational leaders influence followers through inspirational messages throughout their 
journey. The leaders look for motives, develop a common purpose, and provide feedback as needed. 
The most distinctive action of transformational leaders is that they are fantastic role models; they 
influence by example; walk the walk, not just talk the talk. The buy-in from the followers is essen-
tial in a demanding situation. The client plays something bigger than themselves; they need to play 
much harder and smarter to follow their sense of calling. A significant role of transformational 
leaders is to repeatedly remind the vision and meaningful model.

Motivate

A transformational coach does not hold an iron grip to make a command; the only power is per-
suasion. Transformational leadership is where the coach is charged with identifying the needed 
change, creating a vision to guide the change through inspiration, and executing the change to 
enhance motivation, morale, and examples.

Characteristics of a Transformational Coach

Emotional intelligence is often the key to developing an interpersonal relationship with the cli-
ent, which helps to develop understanding and trust. Emotional intelligence comprises social 
intelligence, acting wisely, and pursuing others to do something; emotional intelligence combines 
self-awareness, managing emotion, motivating self and others, addressing others’ emotions, and 
maintaining successful relationships (Goleman 1995). Transformational coaches might have a dis-
tinct set of emotional intelligence and continuously improve as coaches experience new challenges. 
Self-awareness is an important key, and the expected characteristics will be a meaningful tool 
for the transformational coach to evaluate and improve their emotional awareness and feelings 
by stepping back from experience. Interpersonal intelligence is essential for the transformational 
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coach who helps them understand their client, their motivations, how motivating factors have 
influence, how they take actions, and ways to collaboratively work with clients. It is the inward 
capacity to respond appropriately to other people and guide the coach’s behavior.

Again, transformational coaching is a way of being; it changes how we learn about ourselves 
as human beings in the world, and it requires a lot of engagement in learning and self-reflection. 
How do we practice being a good coach? Rather than telling what to do or how to do it, a transfor-
mational coach expands an individual’s outlook, identifies self-limiting habits, and clarify beliefs 
and goals. Analyzing commonly available competencies, there are a few characteristics that help 
transformational coaches develop a better interpersonal relationship with the client based on trust 
and help create major changes. A successful transformational coach has common characteristics 
that demonstrate the next generation of transformational coach. Consider Figure 9.4, which illus-
trates the common characteristics observed in a transformational coach.

Each characteristic has a deeper connection to leadership style; Table 9.1 briefly describes how 
each characteristic makes a difference and provides a summary of typical characteristics of the 
transformational coach.

Consciousness and Mindfulness Development 
of Transformational Leaders

As transformational leadership for coaching is investigated and discussed, the social and motiva-
tional factors need to be addressed. First, what is mindfulness? Renowned researcher and expert 
on mindfulness Kabat-Zinn (2015) describes mindfulness as:

Figure 9.4 Common Characteristics of Transformational Coach.

Source: Authors’ Original Creation. Copyright 2022 by Farhan Sadique.
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Table 9.1 Commonly Available Characteristics and Description of a Transformational 
Coach. Author’s Original Creation.

Typical Characteristics of a Transformational Coach

Characteristics Description

Authenticity Transformational coaches strive to stay authentic with their clients, keeping 

egos under control. They put the client’s best interest and elicit trust to lead 

the best performance.

Visionary Transformational coaches must nurture the vision for the future and 

cultivate the mind of clients to establish that through shifting 

consciousness from the present.

Risk Suitability Depending on evaluating risk factors, transformational coaches will 

overcome irrational fears. Transformational coaches always take calculative 

intelligent risk-avoiding complacency and self-satisfaction. No 

transformation happens without some risk, and if the benefit outweighs the 

risk, coaches must pursue the goal.

Accepts 
Responsibility

Transformational coaches who venture into uncharted territory should be 

ready to accept the responsibility of the strategy does not work as 

anticipated. They assume some risk attached to each of their decision.

Influential Transformational coaches have inspired others to rise to the occasion. They 

take the time to understand the best way to influence their client and 

motivate them toward the vision. A transformational coach must listen and 

inspire clients to think deeper and share ideas with an open mind. Words 

can be a powerful motivator to change people's mindsets, allowing 

transformational coaches to connect with their clients. According to Craig 

(2019), a transformational coach can take an audience and change their 

perspective on a particular topic with a fantastic way of communication.

Share Collective 
Consciousness

Transformational coaches have empathy and understands a detailed 

understanding of the clients. They must be free from any bias and share 

collective space to utilize dialogues effectively. The leader creates a positive 

and learning work culture promoting collective positivity and transparency. 

Constant meaningful communication and prioritized listening are the key 

factors to succeeding.

Adaptability Adaptability helps transformational coaches to think differently and adjust 

their actions based on new possibilities reframing the strategy. They will 

make changes depending on the situation. Agile adaptability gives them the 

ability to stay open to innovation and creative ways of accomplishing their 

clients. Transformational coaches love what they do and always strive to be 

aligned with their values.

Self-Mastery Self-awareness and mindfulness enable coaches to see their mindset in action 

and see the unconscious beliefs and assumptions without limiting 

themselves. Self-mastery and helping the coach to go deeper and work on 

personal healing and transforming core limiting beliefs seeing solutions and 

navigating through complexities (Anderson 2018). Transformational leaders 

are idealized role models who maintain high standards of moral and ethical 

behavior for their followers to provide a sense of vision and mission. Ego 

often comes on the way, preventing coaches from learning and growing, 

building better connections with clients, and self-mastery helps to keep it 

under control.

(Continued)
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A moment-to-moment, non-judgmental awareness, cultivated by paying attention in a spe-
cific way, that is, in the present moment, and as non-reactively, as non-judgmentally, and as 
open-heartedly as possible. Mindfulness is an innate quality that we all have, but we simply 
need to cultivate it more through meditation practices.

(1482)

Mindfulness is a state of mind that can be achieved through systematic practices or by cultivating 
our own stability of minds, breaking free of our persistent loss of sight and misunderstanding. 
Mindfulness develops nonjudgmental and non-reactive responses in leaders’ minds and increases 
awareness of the moment. Without the right frame of mind, it’s impossible to engage in effective 
dialogue with the client in transformational coaching, creative thinking, and eventually making 
the right decision while still being nonjudgmental (Brendel et al. 2021). Mindfulness practices 
also enable the expansion of our mind’s conceptual states, which can help transformational lead-
ers’ empathy for their clients and decrease unconscious biases around age, race, health, and wealth 
(Brendel et al. 2021; Burgess et al. 2017; Kang et al. 2014; Krasner et al. 2009). Figure 9.5 shows 
the phases of conscious transformational coaching.

How does a transformational leader use consciousness? Transformational leadership is about influ-
encing others’ behaviors, understanding and relating to the followers, and developing a relationship 
based on trust and empathy (Bass and Riggio 2005; Stedham and Skaar 2019). To be transformed, 
a client needs to design what changes the client wants to see. Humans are often confined in the cage 
of their anticipated boundaries, and a shift in consciousness can bring the client and coach to a place 
where they can be engaged in effective dialogue. There are two general forms of consciousness: phe-
nomenal consciousness orients us to the subjective form of direct experience and access consciousness 
orients us to conceptualization and reflection from our experience, and it is possible to use different 
psychological sources to help clients to guide, magnify, and concentrate on the conceptual and non-
conceptual state of consciousness to bring the absolute dream without obstacles (Brendel et al. 2021).

Imagining the future might be impractical, but the challenge for leaders today is to look into a 
hopeless situation and build a bridge through consciousness, wisdom, and authentic leadership to 
surpass the human condition to reach the impractical and unattainable (Renesch 2010). Einstein 
warned us about the conscious mind; we cannot solve our problems with the same consciousness 
with which we created them, and shifting the consciousness is beneficial to take creative measures 
and initiate transformational practices. Mindfulness enables leaders’ transformational behaviors 
and positively affects leaders’ self-efficacy. Imagination has no boundary, and it unlocks endless 
possibilities for the future.

Typical Characteristics of a Transformational Coach

Characteristics Description

Initiative-Taking Being a proactive transformational coach can use the opportunity to detect 

the issue early and develop an innovative solution. Transformational 

coaches lead by example; any critical moments demand a response, bring 

unprecedented impact, and often come as an unordered surprise. Leaders’ 

initiative-taking skills help them face the situation and sustain the moment. 

They are prepared to thrive, respond, and recover (LeHane 2020).

Source: Copyright 2022 by Farhan Sadique.

Table 9.1 (Continued)
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To envision the future and create something new, we need to rediscover ourselves, and that 
requires letting our egos go. Transformational coaches need to stay open and nonjudgmental. 
How do they ensure that they are in a space to unleash the potential of their clients without 
leading toward their own bias? It requires self-actualization, self-reflection, and crafting a body 
of knowledge, including values, theory, beliefs, methods, and skills. Transformational coaching 
requires presence at the moment to co-create the vision of the future, developing strategies to reach 
from present to envisioned future.

The conscious effort can bring a meaningful change in an individual’s life. To free ourselves 
from the prison of our own minds, we need to shift our minds to a space with a magic wand and 
ask ourselves what we want to do with the magic wand? A powerful future vision can alone be 
a strong motivator for change. Being the changes you want your client to see; be an example of 
implementing change. You can change doing something at any time by doing things differently. 
Transformational leaders must examine themselves and be aware of their strengths and weak-
nesses with support from their clients, peers, or programs. They must have a compelling vision 
and strong stand for positive change.

According to Anderson (2018), even though we live in a volatile, uncertain, complex, and 
ambiguous time, the shift slowly leads to our dynamic paradigm of human evolution and con-
scious transformation. Transformational coaches must help clients to plan interventions and 
develop strategies. A piecemeal approach often helps them to move one step forward at a time. 
But those rapid actions must follow a timeline. Leaders always celebrate success at each step to 
keep the flow going and not only remind the client they are making progress but also remind cli-
ents about their dreams for the future. Transformational coaches help the client envision them-
selves with a passive role and support them on their journey to success. The coaches increase 
conceptual awareness by shifting consciousness and bringing out the true self.

Figure 9.5 Conscious Transformational Coaching Phases.

Source: Author’s Original Creation. Copyright 2022 by Farhan Sadique.
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Tool to Understand Transformational Leadership Principles

It is essential to understand the leadership principles and values of transformational lead-
ers. A set of questionnaires can help them understand how individuals fit in as transforma-
tional leaders. Although previous discussions provided good foundational information to 
define transformational leaders as people, the tools will clarify the need for improvement. It 
is crucial to hold some leadership positions to get a clear picture of their position. Table 9.2 
provides a questionnaire that readers can use to understand self-transformational leadership 
principles.

Key Takeaways

 1. The expected period of transformational coaching can range from a few months to a couple 
of years; it requires significant time and dedication by both parties.

 2. The transformational coach leads by example and uses wisdom, skills, and competencies; to 
develop a strategy, the client should produce his perspective of the future and the source of 
their desire.

 3. Transformational coaching is all about making a change, and through shifting between two 
consciousnesses of the human mind, a transformational coach can be more inclusive and 
diverse.

 4. It is important to understand one’s own style and self-reflect to identify any bias on the one’s 
process of change.

Table 9.2 Questionnaire to Understand Transformational Leadership Principles. Author’s 
Original Creation.

Questionnaire to Understand Transformational Leadership Principles

Number Questions Comments

1 What are some of your leadership beliefs?

2 What is a metaphor or symbol that describes your leadership style

3 What is your definition of a successful leader?

4 What changes do you anticipate in your professional career? How do 

you plan for those changes?

5 What elements of your behavior made you successful in your career?

6 Do you work better independently or with others?

7 What challenges have you faced in your leadership? How do you 

manage those challenges?

8 What factors contributed most to your success in professional life?

9 Who do you influence the most? How do you make an impact on 

that specific individual?

10 Whom do you follow as a mentor? How do you describe their 

personality?

Source: Copyright 2022 by Farhan Sadique.
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Discussion Points and Coaching Questions

 1. What are the steps of the transformational coaching model?
 2. What characteristics must be practiced being successful as a transformational coach?
 3. From your perspective, which element of transformational coaching requires the maximum 

time?
 4. How do you rate yourself as a transformational coach or your ability to conduct the training?
 5. How do you rate yourself based on the characteristics of a transformational coach?
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Chapter 10

Transformational Coach

Sohel M. Imroz

Overview

In the previous two chapters, we discussed various theories and methodologies of transformational 
coaching. This chapter focuses on the most critical component of transformational coaching—
the transformational coach. To implement effective transformational coaching, transformational 
coaches must have certain mindsets and principles when working with the learners. Being knowl-
edgeable about fundamental scientific studies and transformational coaching techniques is also 
useful for the transformational coaches. In addition, there are many skills and competencies 
required to be a successful transformational coach—coaching presence, agility, and assessment 
are just a few. Transformational coaches must be mindful of growing awareness of critical issues 
like diversity, equity, and inclusion. This chapter discusses these important aspects of transforma-
tional coaching.

This chapter attempts to underline:

 ◾ Mindset and principles of a transformational coach
 ◾ Knowledge of scientific studies and techniques
 ◾ Skills and competencies
 ◾ Coaching presence
 ◾ Coaching agility
 ◾ Diversity, equity, and inclusion
 ◾ Coaching assessment

Mindset and Principles

While transformational coaching can be successful, transformational coaches must have certain 
mindsets and be aware of several fundamental principles when working with the learners. Jeftovic 
(2021) mentioned five such mindsets and principles: personalization, focusing on growth, keeping 
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course on goals, providing necessary resources, and continuity. According to Jeftovic (2021), one 
of the most important elements of transformational coaching is the coach’s ability to provide 
the learners with personalized guidance, support, and encouragement. Benefits of personalization 
mindset and principles include receiving undivided attention and better feedback from the coach 
and customized learning and greater motivation for the learners (Tom Flick Leadership 2021). 
With personalization, a deeper level of trust is built between the coach and the learners, coach’s 
feedback becomes more valuable and personal to the learners, and learners find themselves more 
engaged and motivated (Tom Flick Leadership 2021).

A growth mindset means that a person thrives on challenge and sees failure as an opportunity 
to leap forward for growth and development (Morin 2022). There are several ways transforma-
tional coaches can instill a growth mindset in the learners. For example, transformational coaches 
can encourage the learners to embrace challenges, see challenges as opportunities, reflect on fail-
ures and focus on lessons learned, welcome feedback, and view others’ success as inspirational 
(The Peak Performance Center 2022). Transformational coaches and learners who foster a growth 
mindset don’t give up easily, can deal with difficulties, overcome obstacles, and work harder to find 
success (Western Governors University 2022).

Successful transformational coaching can only take place if the goals and objectives set by the 
coach and the learners remain the primary focus throughout the coaching engagement (Jeftovic 
2021). Ayodele (2017) offered several recommendations for setting goals and staying on course. 
One such recommendation is specifying the goals or objectives and prioritizing them. Many 
people often fail to achieve success because they establish goals that are too broad and not spe-
cific enough (Ayodele 2017). To overcome this challenge, setting SMART goals is a commonly 
used technique. SMART goals are Specific, Measurable, Achievable, Relevant, and Time-Bound. 
Figure 10.1 illustrates characteristics of a SMART goal.

Figure 10.1 Characteristics of a SMART goal.

Source: Ayodele (2017).
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Goal prioritization means identifying goals or objectives and ordering them based on their 
requirements, impact, urgency, value, or importance. Goal prioritization also requires us to appro-
priately allocate our resources such as time, effort, and attention; making sure that the most 
resources are utilized achieving the highest priority goals. Effectively prioritizing goals and objec-
tives can help transformational coaches and learners reduce stress, increase productivity, create 
room for error checking, allow more time to relax, avoid procrastination, and keep motivated 
(Dalton 2021). Other recommendations offered by Ayodele (2017) for setting goals and staying on 
course include creating perspective and purpose, tracking progress, finding inspiration every day, 
and managing expectations.

Successful transformational coaching requires various tools and resources. It is the primary 
responsibility of the transformational coach to provide the learners with these tools and resources, 
or at least guide the learners and make them aware of these tools (Jeftovic 2021). Elsey (2022) 
provided examples of several tools and resources that may be useful for effective transforma-
tional coaching: powerful coaching questions, quizzes, journaling prompts (e.g., questions, lists, 
or dialoguing), metaphors or stories, personality and psychological assessments, coaching games, 
inspirational quotes, and so on. While these tools and resources can enhance the experience of the 
learners and help them get desired results more easily or faster, these tools and resources should be 
considered as supplementary, not replacement, to the actual transformational coaching relation-
ship and conversation (Elsey 2022).

The last principle, according to Jeftovic (2021), is continuity. Continuity means that the learn-
ers should be able to continue in the path set out for them by the transformational coach once 
the transformational coaching relationship ends. If the process of transformation stops when the 
coaching relationship ends, then the learners are highly likely to fall back into the old habits, val-
ues, behaviors, and attitudes, thus, making the entire transformation process worthless.

Knowledge of Scientific Studies and Techniques

To create a lasting change for the learners, Amatullah (2021) recommended transformational coaches to 
have knowledge on several scientific studies and transformational coaching techniques, including neu-
roscience, positive psychology, motivational interviewing (MI), cognitive behavioral therapy (CBT), 
and neuro-linguistic programming (NLP). The following section elaborates on these techniques.

 ◾ Neuroscience is the scientific study of the structure and function of human brain and ner-
vous system (Amatullah 2021). Brains define who we are, what we do, store our memories, 
and allow us to learn (School of Neuroscience, Kings College London 2021). New thoughts 
and ideas are created by brain cells and brain circuits. According to Sinclair (2017), it is 
important for coaches to have at least the basic knowledge of how human brains work and 
their structure to “understand more about what could be happening inside the brain” of the 
learners (para. Brain basics). Sinclair (2017) listed these parts of human brains and the basic 
functions of each brain part:
• Frontal lobe (thinking, memory, behavior, and movement)
• Temporal lobe (hearing, learning, and feelings)
• Brain stem (breathing, heart rate, and temperature)
• Parietal lobe (language and touch)
• Occipital lobe (sight)
• Cerebellum (balance and coordination)
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 ◾ Positive psychology is the scientific study of strengths with techniques to help individu-
als thrive at their highest (Amatullah 2021). It can also be defined as the study of what 
makes our life most worth living (Peterson 2006). There are several reasons transformational 
coaches should be familiar with positive psychology principles and values. For example, 
using positive psychology, coaches can better understand the learners’ thoughts, feelings, 
and behaviors based on their strengths rather than weaknesses. Positive psychology can also 
encourage transformational coaches to build good lives for the learners rather than repairing 
bad ones. Last, using positive psychology, coaches can transform the lives of average learners 
to “great” instead of transforming their lives merely to “normal” (Ackerman 2022).

 ◾ Motivational interviewing (MI) is a learner-centered, directive method for encourag-
ing the learners through the stages of change (Amatullah 2021). According to Miller and 
Rollnick (2013), motivational interviewing is

 ◾ . . . a collaborative, goal-oriented style of communication with particular attention to the 
language of change. It is designed to strengthen personal motivation for and commitment 
to a specific goal by eliciting and exploring the person’s own reasons for change within an 
atmosphere of acceptance and compassion. (29)

Motivational interviewing can be useful to transformational coaches especially when the 
learners experience mixed feelings about the change (high ambivalence), are doubtful of their 
abilities to change (low confidence), are uncertain about whether they want to make the change 
(low desire), and are unclear about the disadvantages of their current situation or the advantages 
of the change (low importance) (Miller and Rollnick 2013).

Transformational coaches can use several key spirits of motivational interviewing during the 
coaching engagement with the learners: partnership, evocation, acceptance, and compassion. The 
partnership must be a collaborative process between the coach and the learners. Evocation is 
achieved when the coach draws out the learners’ priorities and values to explore reasons for change 
and support the learners’ success. Transformational coaches must accept a nonjudgmental stance 
with the learners and understand their perspectives and experiences. Coaches must also express 
empathy to the learners and highlight their strengths. Finally, coaches must respect the learners 
with compassion by selflessly promoting their welfare and well-being (Motivational Interviewing 
Network of Trainers 2019).

 ◾ Cognitive Behavioral Therapy (CBT) is a type of psychotherapy in which faulty or nega-
tive patterns of thought about the self and the world (e.g., depression, anxiety, eating dis-
order, panic disorders, etc.) are challenged to alter unwanted behavior patterns (Amatullah 
2021; Stepko 2022). CBT can be useful for the learners with other types of emotional 
challenges, such as treating mental illness, coping with stressful life events, managing rela-
tionship conflicts, overcoming emotional trauma due to abuse or violence, and managing 
chronic physical symptoms (Mayo Clinic 2019).

Learners with these types of negative thinking and life experiences often manifest self- 
criticism or guilt or overestimate the likelihood of something harmful happening (Stepko 2022). 
Transformational coaches can use these four steps of CBT to help learners overcome these chal-
lenges and achieve their desired goals (Mayo Clinic 2019):

 ◾ Identify troubling situations or conditions in the learner’s life.
 ◾ Learn the learner’s thoughts, emotions, and beliefs about these problems.
 ◾ Identify negative or inaccurate thinking of the learner.
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 ◾ Reshape negative or inaccurate thinking.
 ◾ Neuro-linguistic programming (NLP) is a field of study that attempts to build a set 

of transferable skills (e.g., communication, personal development, etc.) by programming 
the subconscious and unconscious mind (Amatullah 2021). While NLP is often con-
sidered pseudoscientific, transformational coaches may use various reframing techniques 
found in NLP to help the learners “changing the mind map to align with situational real-
ity” (Ramanathan 2021, para. Reframing). Some of the reframing techniques are 6-steps 
reframing, timeline therapy, core transformation, change of state, perceptual positions, 
and visualization.

Skills and Competencies

Animas Center for Coaching (2019) mentioned several skills and competencies necessary for 
transformational coaches: deep listening, holding space, observing and identifying, reflecting 
back, and challenge. The following section elaborates:

 ◾ Deep listening is the foundation of any effective transformational coaching. Deep listening 
means the transformational coach is aware of both what is being said and that what remains 
unsaid. Evans (2021) mentioned four valuable practices for transformational coaches to 
deepen their listening skill. These practices are:
• Listen with whole self.
• Pay attention to what is being said beyond the words—in the learner’s tone of voice, 

choice of words, ideas, concepts, body language, etc.
• Be mindful of any bodily reaction when communicating with the learner—such as mus-

cle tightening, goosebumps on skin, shiver down the spine, increased heart rate, heavy 
breathing, etc.

• Listen to intuition or “gut feeling”.
• Enter the learner’s world of language and meaning.
• Instead of assuming understanding of the true meaning of the learner’s words or ideas, 

transformational coaches should inquire about their true definitions and meanings.
• Watch out for the learner’s underlying patterns of thoughts, values, and beliefs.
• Create spaciousness in listening.
• Practice silence to refrain from interrupting and talking over the learner to better under-

stand what is being said and how.
• Minimize inner chatter or self-talk and fragmented attention.
• Connect with the learner.
• Listen to the learner intently and intentionally.
• Finally, believe in the learner.

 ◾ Holding space: A  holding space refers to a safe learning environment created by trans-
formational coaches where they are physically, mentally, and emotionally present for the 
learners. According to the Center for Transformational Coaching (2021), a holding space is 
a nonjudgmental learning environment full of compassion that offers the learners with more 
than a surface-level conversation; go deeper within; illuminate innate feelings, biases, or 
thoughts; and be able to express them for transformation. In such a learning environment, 
learners will make the journey from fear to acceptance, allowance, and trust, as they expe-
rience any situation, emotion, or belief (2021). The Gender and Sexuality Therapy Center 
(2020) offers a few tips for transformational coaches to create a holding space:
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• Practice active listening—coaches should listen to the learners carefully with the genuine 
intention of understanding what they’re saying and repeat what they’ve said to ensure 
proper understanding.

• Don’t jump into problem-solving mode—transformational coaches should be nonjudg-
mental and must minimize the urge of offering solutions without understanding the 
learners.

• Don’t center yourself—coaches should keep their own issues, biases, and experiences sep-
arate during their interaction with the learners and keep their focus solely on the learner.

• Reassure learners you believe them—coaches should affirm the learners that they trust 
them and believe their knowledge, intuition, and experiences.

• Be open to whatever emotions come up—learners can become vulnerable in a holding 
space and may display various ranges of emotions, even confusing and conflicting emo-
tions. Therefore, coaches must be patient with the learners and reassure that they are with 
the learners no matter what emotions or feelings are displayed.

 ◾ Observing and identifying: This competency refers to transformational coaches’ ability to 
deeply see the learners’ beliefs and patterns of behavior that are both readily apparent and 
hidden below the surface (Animas Center for Coaching 2019). The OBSERVE coaching 
model of Amit Soni, based on International Coaching Federation’s framework and compe-
tencies, can be useful in practicing this competency (International Coach Academy 2022). 
The OBSERVE coaching model stands for Objective, Being, Support, Empower, Reflection, 
Vow, and Evaluation. Table 10.1 summarizes the phases of the OBSERVE coaching model, 
the purpose of each phase, and pertinent questions for the coaches to ask during each phase 
of the model (International Coach Academy 2022).

The OBSERVE Coaching Model

Phase Purpose and Questions

Objective Purpose: Establish the coaching agreement and set the goals or outcomes.

• What would you like to talk about today?

• What do you hope to gain from the sessions?

• What are the implications of this problem?

• How will you notice your problem has been resolved?

Being Purpose: Build rapport to understand the real barriers, establish the coaching 

agreement.

• What does this mean to you?

• What is the significance of having this goal?

• What is the motivation for bringing this up?

• How will you know that you clearly understand the topic?

• What are you learning about yourself?

Support Purpose: Help the learner to move forward.

• Where are you now?

• Where do you want to be?

• What’s getting in the way?

• What else?

• What does it tell you?

Table 10.1 The OBSERVE Coaching Model: Phases, Purpose, and Questions.
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 ◾ Reflecting back: This competency is demonstrated when transformational coaches give 
feedback to the learner and share valuable information they obtained during the coaching 
sessions. Reflecting back may be accomplished by providing three types of feedback: appre-
ciation, coaching, and evaluation (Vrabie 2021). Appreciation feedback means recognizing 
and rewarding the learners for great work. Coaching feedback helps learners expand their 
knowledge, skills, and capabilities. Evaluation feedback assesses learners against a set of 
standards, aligning expectations and informing decision making (Vrabie 2021).

 ◾ Challenge: This competency is expressed when transformational coaches ask relevant, often 
difficult, questions of learners to elicit information, bias, assumption, or attitude change and 
guide the transformation. Examples of such questions are presented in Table 10.1 earlier in 
this section.

Coaching Presence

Coaching presence can be described as when the coaches are present with the learners “moment-
by-moment and, at times, in physical reference, too” (Bhattacharya 2018, 1). According to 
International Coaching Federation (2022), coaching presence refers to the coach’s ability to be 
conscious and to create spontaneous relationship with the learners utilizing a style that is open, 

Source: Adapted from International Coach Academy (2022).

The OBSERVE Coaching Model

Phase Purpose and Questions

Empower Purpose: Enlighten, to illuminate; clarify; create awareness to clarify the gap.

• I hear the high spirit in your voice; your energy to me feels strong as you talk 

about your passion for this idea?

•  I hear no excitement in your voice; your energy feels low when you speak 

about this idea?

• How does it feel to you?”

Reflection Purpose: Reflect and acknowledge the wisdom inside.

• What have you accomplished since we started working together?

• What are you most proud of, beyond the accomplishments?

• Who/how did you have to be to accomplish those things?

Vow Purpose: Enable personal commitment, motivation, identify and commit to action.

• What would be the smallest first step for you to move forward?

• With this realization what do you need to do next steps?

• What support mechanisms will you need to support this goal?

• What do you think you will need to do?

• How could you make the tasks/actions more enjoyable?

Evaluation Purpose: Accelerate progress and closure the session. Check milestone, plan next 

steps with accountability.

• How successful was this session?

• What would you like to acknowledge yourself for today’s session?

• What did you learn from this period?

• What’s your next step after today?

• Is there another problem that should be discussed?
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flexible, and confident. Exhibiting coaching presence helps create a safe space and a learning 
environment that allows the learners to dig out their inner feelings, biases, or thoughts for trans-
formation (Bhattacharya 2018). Coaching presence is also important to support co-creation of the 
transformational coaching experience, to establish authenticity and trust in the coaching relation-
ship, and, ultimately, to transcend from “doing” to “being” (Bhattacharya 2018).

To demonstrate effective coaching presence, transformational coaches should act on these 
behaviors (International Coaching Federation 2022):

 1. Be present and flexible during the coaching process.
 2. Access own intuition and trust their inner knowing.
 3. Be willing to take risks and open to not knowing.
 4. Explore different ways to work with the learners and understand what is most effective.
 5. Use humor effectively to create energy and a relaxing and safe learning atmosphere.
 6. Be able to confidently shift perspectives and experiment with new possibilities.
 7. Self-manage and be confident in dealing with learners’ strong emotions.

Coaching Agility

Broadly speaking, coaching is about unlocking others’ personal potential, helping them find dif-
ferent ways to do things, supporting them trying something new, and assisting them in developing 
themselves (Linders 2019). Agile coaches, or coaches having agility, help the learners transform 
and adopt new ways of working using agile practices and principles. According to the 2021 State 
of Agile Coaching Report,

an agile coach helps organizations, teams, and individuals adopt agile practices and methods 
while embedding agile values and mindsets. The goal of an agile coach is to foster more 
effective, transparent, and cohesive teams, and to enable better outcomes, solutions, and 
products/services for customers.

(State of Agile Coaching Report 2021, 3)

The concept of agility is based on the values and principles of the Manifesto for Agile Software 
Development (Linders 2019), and in transformational coaching, agility can be interpreted as a way 
of thinking that explains how learners can work together to deliver value. To incorporate agility in 
transformational coaching, Linders (2019, para. How I “coach” agility) often combines “teaching, 
facilitating, mentoring, coaching, and experience sharing to best serve people.” Linders (2019) 
practices these behaviors, which may be useful for transformational coaches to reflect agility:

 ◾ Listen to the learners and help them explore what goals they want to accomplish and why 
those goals matter to them.

 ◾ Help the learners discover what they already know and the skills, strengths, and abilities 
they already have.

 ◾ Support the learners in visualizing and understanding how they think, work, and make 
decisions.

 ◾ Create and foster a learning environment where the learners can share their experiences and 
learn from each other.
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 ◾ Help the learners reflect on how things are going and take action when necessary.
 ◾ Share knowledge and experience to guide the learners about possible solutions that might 

make them more valuable and productive.

Diversity, Equity, and Inclusion (DEI)

To be effective and successful as a transformational coach, coaches must be mindful and 
respectful of the learners’ diversity. According to DEI Extension (2022, para. What Is Diversity, 
Equity, and Inclusion?), “Diversity is the presence of differences that may include the learners’ 
race, gender, religion, sexual orientation, ethnicity, nationality, socioeconomic status, language, 
(dis)ability, age, religious commitment, or political perspective.” Transformational coaches 
should be especially attentive to those learners who are underrepresented in the classroom or in 
the broader society because they are more likely to experience alienation, marginalization, and 
loneliness (Rokach 2014).

Coaches should also maintain equity throughout the coaching relationship and provide an 
inclusive learning environment for the learners. Equity is promoting fair treatment, justice, equal-
ity of opportunity and advancement, and impartiality within the procedures, processes, and dis-
tribution of resources (Rosencrance 2021). The Society of Human Resource Management has 
described inclusion as the extent to which individuals feel welcomed, respected, supported, and 
valued as a team member, employee, or learner. Diverse and marginalized learners can enjoy the 
inclusion outcomes when the coaching relationship is inviting to all. Ladda (2016) illustrated 
several steps that can be followed by transformational coaches to create a more inclusive learning 
environment for all:

 ◾ Step 1 (knowing): Transformational coaches need to educate themselves on how to cre-
ate an inclusive and respectful environment for classrooms and teams. Coaches should 
also know about regulatory laws that protect the learners. At first, coaches can learn 
about anti-discrimination and anti-bullying laws in their state using the internet. In 
addition, they should attend conferences on team-building and acquire resources (books, 
videos, etc.) about team-building and problem-solving activities promoting diversity, 
equity, and inclusion.

 ◾ Step 2 (showing): Coaches need to demonstrate practical ways of being respectful and 
inclusive. They can use signage in various places (e.g., lobby, locker room, conference room, 
etc.) of the learning center that reinforces the importance of inclusive and respectful behav-
ior. Coaches should use language with learners that is inclusive and respectful regardless 
of their race, religion, culture, or sexual orientation. This can be done by implementing a 
formal policy prohibiting any racist, sexist, or homophobic language.

 ◾ Step 3 (setting the tone): Transformational coaches need to promote a culture of inclusion 
and respect among the learners. Coaches should provide the learners with activities to define 
respect and inclusive culture, celebrate learners’ differences, and have learners develop rules 
and practices resulting in positive team culture.

 ◾ Step 4 (stepping up and stepping in): When learners’ actions or behavior undermine the 
culture of inclusiveness, coaches must respond appropriately. For example, coaches must 
not tolerate when learners make a racist, sexist, or homophobic remark, and coaches should 
also guide the learners toward appropriate actions and behaviors that reflect inclusiveness. 
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Coaches can refer the learners to other resources, speakers, and professionals with expertise 
in promoting diversity and inclusion.

 ◾ Step 5 (following up): Coaches need to continue to promote plans, actions, and behav-
iors to maintain a positive team culture by reinforcing an inclusive and respectful culture. 
Various team-building activities such as position-appreciation practice day, peer-coaching, 
silence experiment (Freudenberg 2014), and so on, encourage inclusive collaboration cul-
ture. Coaches can also encourage learners to attend conferences and seminars that promote 
various issues related to diversity, equity, and inclusion.

 ◾ Step 6 (building a legacy): Finally, by reinforcing proper team culture and leading by 
example, transformational coaches can build a legacy that values learning and experience in 
a respectful and inclusive environment. Coaches can invite former learners to speak to the 
new learners and have them share their examples and experiences related to the importance 
of diversity, equity, and inclusion. Activities like this can be a great way to build and sustain 
the legacy of the transformational coaches and the learners.

Coaching Assessment

Aguilar (2013) proposed a rubric for assessment of transformational coaches based on the follow-
ing six categories.

 1. Knowledge base: The coach understands and applies core coaching knowledge compo-
nents. Knowledge base includes disciplines or subject areas (e.g., literacy, leadership, class-
room management, etc.) on which the coach coaches, coaching approaches, adult learning 
theory, system thinking, emotional intelligence theory, and understanding of change 
management.

 2. Relationships: The coach develops and maintains relationships based on trust and respect 
and demonstrates cultural competency to advance the work. The relationships category may 
also include how well the coach maintains confidentiality, cultural competence, and the 
ability to demonstrate empathy and compassion.

 3. Strategic design: The coach develops strategic work plans based on data and a variety of 
assessments. The coach is continuously guided by the work plan, makes adjustments as 
necessary, and monitors progress along the way. Assessing this category should include how 
effectively the coach uses SMARTE (Specific, Measurable, Achievable, Relevant, Time-
Bound, and Evaluable) goals with the learners as a part of the work plan. Besides the five 
components of the SMART goal-setting technique described earlier in this chapter (see 
Figure 10.1), many coaches use Evaluable as an additional component. This additional com-
ponent outlines the following (Aguilar 2013):

 a. What method will the coaches use to evaluate their goal setting process?
 b. Who will provide objective feedback?
 c. Did the coaches accomplish their goal? What worked? What didn’t work? What did 

they learn?

Finally, strategic design should also assess how well the coaches break down the learning into 
chunks and identify coaching strategies for the learners.
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 4. The Coaching Conversation: The coach demonstrates a wide range of listening and ques-
tioning skills and effectively moves conversations in meeting the learner’s goals. This category 
assesses the coaches’ ability to effectively use a range of conversational coaching approaches 
and listen to the learners with empathy using nonjudgmental language.

 5. Strategic actions: The coach implements high-leverage strategic actions that support learn-
ers’ goals and uses a gradual release of responsibility model to develop their autonomy. This 
category assesses the coaches’ ability to observe the learners in various contexts, guide them 
to develop reflective capacities when receiving feedback, and engage the learners in various 
coaching activities.

 6. Coach as learner: The coach consistently reflects on his or her own learning and develop-
ment and actively seeks ways to develop skill, knowledge, and capacity. Common elements 
assessed under this category may include how well the coach solicits feedback from the 
learners, seeks professional learning opportunities from other coaches, and stays informed of 
current research and best practices. Other elements for assessment may include the coach’s 
ability to collaborate with other subject matter experts, to demonstrate emotional intelli-
gence, and to be aware of their own personal transformation.

Key Takeaways

The followings are the main takeaways from this chapter:

 1. Transformational coaches must have a certain mindset and be aware of several fundamental 
principles when working with the learners: personalization, focusing on growth, keeping 
course on goals, providing necessary resources, and continuity.

 2. Transformational coaches should be knowledgeable of several scientific studies and transforma-
tional coaching techniques, including neuroscience, positive psychology, motivational interview-
ing (MI), cognitive behavioral therapy (CBT), and neuro-linguistic programming (NLP).

 3. There are several skills and competencies necessary for transformational coaches. Key skills 
and competencies include deep listening, holding space, observing and identifying, reflect-
ing back, and challenge.

 4. Transformational coaches should demonstrate coaching presence with the learners by being 
conscious and creating spontaneous relationships with the learners utilizing learning styles 
that are open, flexible, and confident.

 5. Transformational coaches should behave in ways that reflect coaching agility.
 6. Coaching assessment should include assessing the coaches’ knowledge base, relationships, 

strategic design, coaching conversation, strategic actions, and their ability to reflect on their 
own learning and development.

Discussion Points and Coaching Questions

 1. This chapter provides several examples of mindsets and principles of a transformational 
coach. In your experience, what other mindset(s) and principle(s) could be useful for trans-
formational coaches?

 2. What other types of knowledge of scientific studies and techniques do you recommend for 
transformational coaches? Please explain.
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 3. What other skills and competencies should transformational coaches demonstrate?
 4. Describe how you would demonstrate coaching presence and coaching agility as a transfor-

mational coach.
 5. Explain the role of diversity, equity, and inclusion to become an effective transformational 

coach.
 6. This chapter provides a list of coaching assessment categories. Are there other categories that 

should be included during coaching assessment? Please explain why.
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TRANSFORMATIONAL 

COACHING STRUCTURE, 

COMMUNICATION 

AND EFFECTIVENESS

Every structure is designed to support the learning, or enhance the skills and competencies, or 
teach participants how to get the maximum benefits from the structures and designed approaches. 
Transformational coaching is not different from any other such undertakings. Part IV is about 
these underlying structures and variety of elements that will make the transformational coaching 
a successful and long-lasting undertaking.

Chapter 11. Workable Structure for Transformational Coaching

Chapter 11 addresses transformational coaching structure and effectiveness in coaching engage-
ment, rapport, and workability.

Chapter 12. Effective Communication and Active 
Listening Caused by Tranformational Coaching

Barriers to transformational coaching, and the role of inner chatter, effective communication, and 
active listening in transformational coaching effectiveness are covered in Chapter 12.

Chapter 13. Personal Effectiveness

Chapter 13 discusses how we realize the way we relate to ourselves, to others, at work and in the 
world we have created around us.
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Chapter 11

Workable Structure for 
Transformational Coaching

Behnam Bakhshandeh

Overview

Everything that makes a difference for people, teams, and organizations has a structure designed 
to support the learning, enhance skills and competencies, and teach participants how to get the 
maximum benefits of their approach to learning. Transformational coaching is not different from 
any such undertakings.

This chapter covers main elements of a workable coaching structure for conducting transfor-
mational coaching, whether done on a one-on-one basis or in a team or group setting. This chapter 
will cover these elements of the transformational coaching approach:

 ◾ Transformational coaching structure
 ◾ Coaching engagement
 ◾ The gear wheels of coaching workability
 ◾ Rapport and background of relatedness
 ◾ Authenticity: expression of integrity, responsibility, and accountability

Transformational Coaching Foundation

For the participants to benefit from coaching processes, they need to be committed, engaged, 
intentional, and have a clear purpose. They need to announce their intentions and commitment 
they are bringing to the coaching process. A transformational coach needs to direct and guide 
their participants to understand the coaching structure and what is expected of them during the 
coaching undertaking. It is a professional relationship.

DOI: 10.4324/9781003304074-15
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Talking about Issues or Talking for Breakthroughs

We all can discuss issues, or we can have a conversation for having a breakthrough regarding 
issues. During transformational coaching, conversations for having realizations, having aware-
ness, understanding, and creating an action plan that would cause having a breakthrough on that 
issue is the topic of the coaching conversation. Conversations about issues and the topics that are 
not productive are to just talk about them with no commitment to alter the issues or take on any 
change efforts to have a breakthrough on change interventions. In talking about issues, the par-
ticipants give all the reasons, justifications, and explanations why they can’t do something about 
the issues, or the role others are playing in the persistency of the issues. Basically, they just point 
fingers outside of themselves not in their direction (Bakhshandeh 2015). Conversations for having 
breakthroughs regarding an issue is to have an introspective view about our role, our part, our 
responsibilities on what happened and why something has happened. What was or continue to be 
our expectations from the situations or our unrealistic needs from others involved with the issues? 
Conversations for something starts with us becoming accountable for what we created from our 
experiences in life and what unrealistic stories we came up with to cover our own lack of respon-
sibility for or engagement with the issues (2015).

Influence of Our Words on Our Experience

What we are saying to ourselves, internally or externally, to express our experiences is the basis 
of our surrounding environment. We are all adding together words and creating sentences that 
become the routine conversations we have with others. I am sure you can recognize some of your 
routine conversations and recognize them when others talk to you about their experience of deal-
ing with life. We use disempowering words that directly create negative experiences in life, at 
work, and at home.

Conversations for having breakthroughs in issues are for individuals to see their part of their 
own experiences in life. People say things as they think like it is the truth, like “I am not good 
enough for .  .  .,” or “I can’t get this done . .  .,” or “It is so hard to .  .  .. ” or “Nobody can do 
this . . .. ” Many other sentences are generated from a lack of complete understanding of them-
selves and their abilities or lack of complete awareness of situations, but it is always much easier 
to express the first thing that comes to mind and display our opinions. The transformational 
coaching process brings the participants to the point of understanding what they have, such as 
opinions and viewpoints of themselves, others, and what they do. The human mind can make up 
many stories, day in and day out. However, our understanding of how we operate and the degree 
of how frequently we listen to our negative internal chatter about ourselves and others open 
doors to our personal awareness of our mindset and behaviors. “We are building our lives daily, 
hourly, moment-by-moment through our thoughts. With them, we are molding our futures” 
(Bakhshandeh 2015, 23).

Suppose we will use transformational coaching to resolve issues and have a breakthrough in 
handling situations. In that case, we shall think and speak for the breakthrough while ceasing 
to talk about it through nagging and complaining and gossiping. Commencing in irresponsible 
speaking or victimizing scenarios only adds to the weight of sticking to negativity and steering 
us away from causing any breakthrough in resolving issues or being effective in what we are 
doing (2015).

During the transformational coaching process, a coach will direct the participants to notice 
their negative conversations and the impact of the words they use of their overall personal 
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experience, of others, and of what they do. Then, the coach will guide the participants to use more 
empowering words to express their expertise and describe their roles in such an experience.

Coaching Conversations: Focused Dialogues

Transformational coaching is a constructive conversation based on the recognized participants’ 
needs, the desired outcomes, and their commitment to learning something about themselves and 
their performance. In this focused conversation, the transformational coach assists the partici-
pants to dig into all facets of their being, while holding up a mirror for them to recognize their 
mindset, attitude, and behaviors around their personal or professional (as per the coaching inten-
tion and desired outcome) results.

A transformational coaching conversation is about opening participants’ minds and eyes to 
the world around them and coaching them to see who they are in relation to this world created 
through the years. The best way that participants will benefit from transformational coaching is 
to bring their lives to the conversations and the practices, taking it personally and relating the 
elements of their learning to their lives versus going through the conversations and practices to 
collect information. I am sure you have heard people saying, “Knowledge is power.” No, having 
the knowledge is not power! However, the implementation and application of that knowledge 
cause the power. “What you know makes no difference. What you do with what you know makes 
a difference” (Bakhshandeh 2015, 23).

Here is an example. Everyone knows how to lose weight, but how many actually lose weight? 
Probably few! Just pay attention to all the exercise equipment or weight loss commercials. You can 
get why there is so much emphasis on different weight loss approaches, because the marketing 
companies know people will not follow up on what they know! The simple fact is that unless an 
individual gets the barriers to their mindset and attitude around their relationship to themselves 
and weight, they will not break through these barriers to change their behaviors. We can use the 
same example for productivity, performance, and relationships.

Transformational coaching conversations assist participants to put their thoughts into actions 
by designing new practices that would alter their views of themselves and the issues they are 
focusing on. This intentionality happens during transformational coaching conversations. We can 
describe characteristics of coaching conversations as follows:

 ◾ Coaching is a highly effective tool for individuals, teams, and organizations.
 ◾ It happens with individuals committed to a different future than what is predictable.
 ◾ It is a nonlinear inquiry into the individuals’ authenticity.
 ◾ It will assist and guide ambitious and open-minded individuals who strive for excellence.
 ◾ It is an empowering conversation that will expand the participants’ perspectives and allows 

for viewing a whole new possibility.
 ◾ It helps to discover and identify what participants want from their personal and professional 

lifestyle.
 ◾ It assists participants in generating action plans and strategies to fulfill their desired outcomes.
 ◾ It will help individuals to identify the essence of who they are.
 ◾ It will generate awareness of people’s patterns and will assist them in getting free from limit-

ing beliefs, mindsets, and behaviors.
 ◾ It helps individuals invent their life vision, design their personal and professional goals, and 

create their future.
(Bakhshandeh 2015; Bakhshandeh 2009)
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Transformational Coaching Engagement

Transformational coaches use inquiries and dialogues, helping participants implement processes 
and action plans designed to empower them in pursuing their desired outcomes. Participants are 
coached to look directly at their fundamental beliefs and perceived realities about themselves and 
others that have determined the directions in their personal and professional lives. As participants 
become more aware of such fundamental beliefs and perceived realities, they will learn to under-
stand the source of such beliefs and take responsibility for their mindset, attitudes, behaviors, and 
being accountable for their life choices. This awareness will assist them in breaking up barriers 
to their self-expression and allow them to create paths to personal and professional success and 
fulfillment.

Transformational coaching conversations give participants the directions they need to look at 
their lives and professions under different lights and get present to their challenges from a new 
perspective. Participants and their transformational coaches will develop approaches, actions, and 
practices that encourage a new and empowering way of looking at work and life in general. Many 
might ask if transformational coaching is a wise investment. The answer may lie in looking at the 
whole arena and asking ourselves if we are producing remarkable results in life personally and 
professionally, fulfilled and satisfied at home and at work, or if we have great excuses and reasons 
we are not.

Changing Thinking Patterns

Consider this for a moment: if we take away your explanations, justifications, and reasonings 
about why you are not living a life you love or working on your dream job or having high perfor-
mance and productivity, then you will have nothing to say! If we take away your options to have 
opinions or judgments, you will most probably have nothing to say about others’ influences on 
your personal and professional history or outcomes! With certainty that as you are reading this, 
you probably have explanations, reasons, and justifications for why what we are suggesting is inac-
curate because we don’t know! You probably have some judgment and opinion about us, this book, 
what we are saying, and even about transformational coaching itself! However, we invite you to 
notice that your position, explanations, justifications, reasoning, and opinions make no difference 
in where you are in life and in your profession. What is the lesson here? If you want something 
different, you need to change your thinking patterns. You need to retire your good old thinking 
patterns, take to something new, and transform your mindset and the perspectives of yourself and 
others, ultimately the whole view of productivity and performance, personally and professionally.

Transformational coaching conversations and practices try to bring out participants’ feelings, 
thoughts, hopes, notions, and desires about their life experiences at home or at work out on paper 
and to organize them in a systematic method that will assist participants in understanding how 
they operate the machinery they are, including perceptions, reactions, and practices they chose 
based on those reactions.

Transformational Coaching Sequence

Table 11.1 represents general categories and elements of conducting transformational coaching 
and a common sequence of its approach. It depends on transformational coaching engagement 
with an individual, a team, or the whole organization. The length of these engagements varies on 
coaching and interventions and the size and responsibility of individuals, teams, or departments.
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Table 11.1 Common Sequence of Transformational Coaching Structure. Author’s Original Creation.

Common Sequence of Transformational Coaching Structure

Phases Categories Elements Descriptions

FOUNDATION Initiation Sponsorship • Who is the responsible party?

• Who is sponsoring the intervention and coaching?

• Who is paying the bills?

Agreement • A contract is drawn and signed by both parties.

• The level of intervention

• Individuals, teams, groups, or the organization?

Introductions • Executive & senior management.

• Middle & junior management.

• Organization-wide announcement.

Scheduling • Schedule data collecting process with HR.

• List one-on-one interviews.

• List focus group interviews.

Engagement Establish rapport • Set with all the senior managers before the data collecting 

process.

• Get related to individuals or focus group participants before the 

interview.

• Randomly introduce yourself to employees.

Create the context • Explain coaching and intervention.

• Create a workable context for the coaching relationship.

Set up rules • Set the rules of engagement and coaching.

• Explain the wisdom and workability of having rules in the 

coaching relationship.

Clarify expectations • Ask their expectations.

• Express your expectations.

• Declare and share your commitments.

• Open an inquiry to their commitments.

(Continued)



2
18

 
◾

 
T

ra
n

sfo
rm

a
tio

n
a

l C
o

a
ch

in
g

 fo
r E

ffe
c

tive
 Le

ad
e

rsh
ip

Common Sequence of Transformational Coaching Structure

Phases Categories Elements Descriptions

LEARNING Data Collection Observation • Some team meetings

• Production meetings & planning

• Daily interactions, processes, & procedures

Document review • Historical HR documents

• Hiring and onboarding documents

• Exit interviews

• Firing or resigning cases & history

Interviews • Key senior managers

• Key middle or junior managers.

Focus groups • Administration.

• Production teams.

• Couple of key teams or groups.

Needs Assessment Identify needs • Look for the needs in interviews.

• Pay attention to what they are saying about what they need.

• Link what they say they need to their results.

Actual issues • Try to pinpoint the actual problems.

• Keep digging deeper into the story and drama.

Symptoms • Use described symptoms to find the actual issues.

• Explain the contrast between symptoms and the actual issue.

What is missing • Keep asking what is missing for them.

• Locate what is missing between their expression of symptoms.

Table 11.1 (Continued)
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Common Sequence of Transformational Coaching Structure

Phases Categories Elements Descriptions

DESIGNING Design the Approach Models • Select the model(s) you are using for the coaching process.

• Integrate models if necessary.

Elements • Select additional elements for the coaching process.

• Integrate elements of other models if necessary.

Exercises • Design necessary exercises for the coaching process.

• Link the purpose of the exercises to the presented needs and 

problems.

Tools • Select tools and procedures to enhance the learning experience.

• Use additional tools to cause an increase in performance and 

productivity.

Implementation Executive coaching • For senior managers and key individuals’ coaching and 

interventions.

• Coach them on being the advocate for transformation.

Team coaching • For teams and groups coaching and interventions.

• Emphasis on power of cohesive teams.

Inquiries • Conduct inquiries to cause breakthroughs.

• Link inquiries to their needs and problems.

Practices • Implement productive and empowering practices to continue the 

learning and implementing processes.

• Make sure practices are daily, weekly, and monthly.

(Continued)
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Common Sequence of Transformational Coaching Structure

Phases Categories Elements Descriptions

FORWARDING Action Plan Team leaders • Help teams select a team leader to represent their team.

• Team leaders to be a partner with you in implementations.

Communication • Create a communication charter with the help of all participants.

• Teach them about effective communication and active listening.

Check & Balances • Helped by the team, leaders create a set of checks and balances 

for team practices.

• Ask for the weekly or monthly report of team progress.

Deadlines • Helped by team leaders, set a deadline for processes delivery 

during implementation.

• Let them know the wisdom and necessity of deadlines.

Review & Evaluation Weekly tracks • Helped by partnership with junior managers, review weekly 

progress.

• Helped by senior managers, design new and innovative processes.

Support sessions • Schedule supporting sessions based on the results of progress 

reviews.

• Alter existing processes if you find it necessary.

Review action plans • Train senior managers to review action plans.

• Schedule a quarterly meeting with key managers.

Evaluation forms • Provide evaluation form for each working session with individuals 

or teams.

• Use the evaluation forms to implement corrective actions on your 

coaching.

Table 11.1 (Continued)



W
o

rk
a

b
le

 S
tru

c
tu

re
 fo

r T
ra

n
sfo

rm
a

tio
n

a
l C

o
a

ch
in

g
 

◾
 

2
2
1

Common Sequence of Transformational Coaching Structure

Phases Categories Elements Descriptions

SEPARATING Feedback Constructive inputs • Provide constructive input after each review.

• Provide empowering and positive coaching.

Feedbacks • Give positive feedback.

• Provide positive redirections for any corrections.

Ask for feedback • Invite senior and middle management direct feedback.

• Share the result of the evaluation and feedback with teams and 

groups.

Acknowledgment • Acknowledge their effort and undertaking.

• Show appreciation for what they are doing.

Maintaining Change Agent • Helped by senior managers and HR, select a change agent.

• Provide coaching for the change agent.

Maintenance plan • Design a maintenance visit and corrective coaching plan.

• The maintenance plan could be part of the original agreement.

Monthly checking • Provide monthly or quarterly coaching sessions if you and the 

change agent find them necessary.

• These monthly or quarterly checkups could be done virtually.

Be available • Make yourself available for any emergency meetings or coaching 

sessions.

• Be available to management and the change agents need.

Source: Copyright 2022 by Behnam Bakhshandeh.
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Rapport, Relatedness, and Relationship for Workability

Establishing rapport and background of relatedness is necessary to build a strong and workable 
relationship with a participant or a team for transformational coaching. I am sure you have seen 
people, or you might know someone with the ability to connect with others with such ease it 
makes it seem so effortless. These people can get related and build rapport with others, no mat-
ter who they are or what industry they are from and create a sense of trust and comfort within a 
relatively short time.

By establishing rapport, relatedness, and relationships, we just support the foundation of work-
ability (see Figure 11.1) and success for the process of transformational coaching. Establishing rap-
port and relationships with others especially our participants is building a partnership among the 
coaches, and the coaches are interested in the success of the coaching undertaking because they 
feel related and are comfortable with the coach.

What Is Rapport?

“Rapport is one’s capability to establish a background of relatedness and connect with others” 
(Bakhshandeh 2002, n.p.). Rapport is forming the base for a meaningful connection between two 
or more people.

The following are brief descriptions or definitions for rapport and establishing a positive con-
nection with others.

 ◾ “Rapport is a positive connection with another person, one that involves caring and under-
standing” (Angelo 2012, 11).

 ◾ “I like to define rapport as a deep emotional connection and understanding between two 
people” (Gilmore 2019, 2).

 ◾ “Colloquially, rapport is the emotional experience of high-quality interactions. While the 
emotional experience of a high-quality interaction may often be associated with objective mea-
sures of high-quality interactions, this will not always be the case” (Baker et al. 2020, 330).

According to Tickle-Degnen and Rosenthal (1990), when establishing rapport with another 
individual, we are sharing in these ways:

 ◾ Attention: Both of us will focus on what the other person is doing while we are showing 
interest in what they are saying.

 ◾ Positivity: Both of us are friendly and content while displaying care and concern for each other.
 ◾ Coordination: Both experience synchronicity with the other person and experience of a 

shared understanding. Your energy levels, tone, and body language are also similar.

Figure 11.1 Rapport, Relatedness, and Relationship to Workability.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.



Workable Structure for Transformational Coaching ◾ 223

We shall not relate to rapport as a tool for establishing relationships but as an effective practice and 
a path to success. As we establish rapport, we are setting up our connection and trust to another 
person and potential for positive influence and learning from one another. Rapport is being used 
for work opportunities, job interviews, social connections, or as an attempt to improve social skills 
(Tickle-Degnen and Rosenthal 1990).

Sometimes people establish rapport instantly, and sometimes it takes longer to develop the 
connection to establish trust necessary to saddle rapport. The effective performance of a manager 
or any other individual in a leadership position centers on the strong rapport and trust created 
between managers and their employees (Rothwell and Bakhshandeh 2022), and between transfor-
mational coaches and their participants.

Rapport is much more than a polite exhibit of social skills, friendship, or causal connection; 
establishing rapport involves displaying emotional awareness, such as compassion, empathy, and 
understanding of other’s emotions (Rothwell and Bakhshandeh 2022; Gilmore 2019; Whitmore 
2017). As Gilmore (2019) underlined, “It is a connection that puts those on the same page and 
opens the door for collaboration, communication, most importantly, deeper understanding” (2).

When rapport is established and grown, it is rooted deeply in both sides; it can persevere for a long 
time (Gilmore 2019; Angelo 2012; Rothwell and Bakhshandeh 2022). Travelbee (1963) mentioned,

Rapport is a particular way in which we perceive and relate to our fellow human beings; it 
is composed of a cluster of inter-related thoughts and feelings, an interest in, and a concern 
for others, empathy, compassion, and sympathy, a nonjudgmental attitude, and respect for 
the individual as a unique human being.

(70)

What Is Relatedness?

The second step to establishing workability in a coaching relationship is to establish relatedness 
on the foundation created by establishing rapport. The following are definitions and descriptions 
of relatedness:

Lexico (2022) Dictionary of Oxford University defined relatedness as

 ◾ “The state or fact of being related or connected” (n.p.).

Keller (2016) depicted relatedness as

 ◾ “The social nature of human beings and the connectedness with others. Both can be consid-
ered as being part of the panhuman psychology, and both are intrinsically intertwined” (1).

Keller (2016) went further and proposed the mixture of relatedness and autonomy as two funda-
mental human needs:

The definition of self and others can be regarded as embodying the two dimensions of au-
tonomy and relatedness. Autonomy and relatedness are two basic human needs and cultural 
constructs simultaneously. They may be differently defined yet remain equally important. 
The respective understanding of autonomy and relatedness is socialized during the everyday 
experiences of daily life routines from birth on.

(1)
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The nature of relatedness and autonomy and their interrelation has been the topic of several points 
of view regarding conceptualizations over time (Triandis 1995; Hofstede 1980).

Aristotelous (2019) pointed at the compelling proof caused by literature review and research 
strongly suggesting that adopting relatedness between people through the development of greater 
human connections delivers more positivity in workplaces and organizations.

However, simultaneously, Aristotelous (2019) continued by underlining, “at the same time, pre-
serving our humanity and our sense of relatedness with one another at such times of unprecedented 
technological development seems a daunting task” (53) (Rothwell and Bakhshandeh 2022).

What Is a Relationship?

A relationship is an outcome of establishing rapport and having relatedness with another person or 
a group. A relationship is a way two people (or groups) feel and behave toward each other.

There are many ways people use to describe their good relationships with others. We all 
have heard them during casual conversations or when someone is describing their relationships 
(McMahon 2019):

 ◾ We understand one another.
 ◾ We have a good rapport.
 ◾ We have known each other for a long time.
 ◾ We are good friends.
 ◾ They are my buddy.
 ◾ We get along well.
 ◾ We have many shared values and interests.

For the transformational coaching with the participants to be workable, the coach needs to estab-
lish rapport and relatedness and build a relationship with the people.

The Gear Wheels of Coaching Workability

The transformational coaching relationship is not different from any other coaching or mentor-
ing relationship. As we mentioned in the preceding section, the first level of workability between 
the coaches and participants is establishing rapport and relatedness, which is the foundation of a 
workable relationship between both sides.

The second level of workability, which is what we call the gear wheels of coaching, are  
(1) respect, (2) trust, and (3) the context of the relationship (see Figure 11.2). In the next section, 
we will briefly explain what we mean by these three gears and their relevance to workability for an 
effective coaching relationship.

Respect

The first gear is the gear of respect. Transformational coaches display their respect to their partici-
pants by giving them their all, swinging out, and not holding back. They will show their respect 
by not selling out when the going gets tough and not allowing participants to play small; they 
will continue to ask intrusive questions and demand that the participants dig deep. Committed 
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coaches will display their respect for their participants’ investments, such as time, effort, and mon-
itory capital (either directly or indirectly from the clients or sponsors) by not giving up but pushing 
against resignation and despair caused by years of disappointment, not being understood, or not 
being listened to (Bakhshandeh 2015; Bakhshandeh 2009; Bakhshandeh 2002). (See Figure 11.2.)

Sometimes, participants will not like their coaches or the coaching process. They might feel 
like their coaches do not understand them, or they are too pushy or lacking compassion, and as 
result, they might have hurt feelings. Because the coach respects them, they push through all these 
feelings and emotions and keep digging deeper and harder. On the other side of this relationship 
is the respect of participants for the coaches. Respect is a two-way street. As participants, your 
display of respect for your coaches is for you not to take your coaches’ teaching style and approach 
personally because it is not personal; it is the nature of transformational coaching that attempts to 
transform you to become more aware, effective, productive, and alive in every aspect of your lives, 
personally and professionally (2015; 2009; 2002). (See Figure 11.2.)

Figure 11.2 The Gear Wheels of Coaching Workability.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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Trust

The second gear is the gear of trust. It might sound unreasonable to ask participants to trust their 
coaches immediately, without knowing them or before establishing rapport and relationship. It is 
understandable to build trust within some time and interactions. What do the participants have to 
lose by starting the relationship by trusting their coaches unless they display evidence for mistrust. 
The transformational coach will start the relationship based on respect and trust with their partici-
pants, and request participants’ trust for strengthening their relationship and come to workability 
sooner versus later (2015; 2009; 2002).

The coaches need to trust that participants will share their concerns, display their understand-
ing, and tell the truth all the time. The coaches start by trusting that the participants will hide 
nothing during the coaching process and are truthful, honest, and authentic. The fact is this—if 
participants hide information and do not play full out, the coach cannot deliver the valuable 
coaching information, inquiry, and support to them. On the other side, the participants must 
trust that their coaches are on their side and committed to the best delivery of material and the 
process itself (2015; 2009; 2002). (See Figure 11.2.)

Context of Relationship

The third and last gear is the gear of context of relationship between the coach and their partici-
pants. The only relationship here is the coach and coachee relationship, nothing else. We are not 
in any other relationship, such as spouse, siblings, family, or any other business partnership or a 
therapist and patient. This is because it is a natural human psyche to resist input from family and 
friends. The past experiences of potentially controlling and dominating behaviors by parents, sib-
lings, and spouses or friends rushes to the surface when transformational coaches push deeper into 
designing and looking more closely at potential issues. Participants need to remember the context 
of this coaching relationship. Knowing this context is vital to establishing a workable and healthy 
coaching relationship with no expectations or misunderstanding (2015; 2009; 2002).

The coach cares more about the participants’ learning, participation, actions, and how they 
manage their actions. Transformational coaches look at what you do and are not interested in your 
drama, stories, complaints, and excuses. They are more interested in what you are learning and 
how you are implementing what you learned as they create an action plan to do something about 
them. Now you can see, that if the coaching relationship is anything besides the context of coach 
and coachee, the relationship will not be workable or effective, given that in any other relationship, 
there will be many expectations and interpretations (2015; 2009; 2002). (See Figure 11.2.)

Authenticity: An Expression of Integrity, 
Responsibility, and Accountability

Many people take pride in being honest, as they should. However, being honest is not necessarily 
equal to being authentic. Authenticity is a deeper level of honesty. We hope that you do not take 
this the wrong way; this conversation is not to put down honesty or honest people. It is for us to 
look at the differences between being honest and being authentic. To become effective during the 
processes of transformational coaching for effective leadership, we must become authentic with 
ourselves and with our coaches during inquiries into the topics related to understanding ourselves, 
our mindsets, attitudes, and behaviors. Topics may include:
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 ◾ Recognizing ourselves
 ◾ Distinguishing our mindset
 ◾ Understanding our behaviors around others
 ◾ Owning the patterns of our reactions to others’ attitudes
 ◾ Recognizing the influence of our behavior on others, our lives, and ourselves
 ◾ Recognizing the negative impact of those behaviors
 ◾ Facing decisions we have made because of our mindsets

From a transformational coaching viewpoint, being an authentic individual is a much deeper level 
of being an honest person with a strong sense of personal integrity, plus two side orders of respon-
sibility and accountability. Honesty is the foundation; it is the core of our being authentic while 
facing the issues in our lives. (See Figure 11.3.)

Figure 11.3 Authenticity: Expression of Integrity, Responsibility and Accountability.

Source: Bakhshandeh (2015, 37).
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Integrity

The first element of becoming authentic with others and ourselves is our personal integrity and 
how much we are practicing it.

Without integrity, responsibility and accountability mean nothing. You cannot be responsible 
or accountable for your actions if you have no integrity. This powerful force influences every part 
of our day-to-day lives and what we do. To change our lives, we must start practicing integrity in 
all we do with others and with our own personal affairs.

Who gives us the power and permission to judge others’ integrity? What gives us the right 
to evaluate others’ level of integrity on what integrity is or should be? We judge and evaluate 
others’ decisions, their lifestyle or life choices, and anything else we can push our opinions 
on so we can impose our idea of integrity on them. When they do not accept our viewpoint, 
we become upset and resentful. We distance ourselves from them. When considering your 
idea of integrity, I  invite you to separate your view of social law, religious beliefs and/or 
cultural beliefs from your idea of integrity at this moment. Look at integrity as a personal 
phenomenon.

Many historians and philosophers describe integrity as a lifelong yearning to follow values, 
moral and ethical principles, and “do the right thing” everywhere in all conditions and under any 
situations. Goleman (1998) described integrity as being real and true to yourself and not behaving 
in ways that would demean or disgrace you. This compelling distinction impacts every aspect of 
our lives, at home and at the workplace. Some characteristics of people with integrity are depend-
ability, honesty, and trustworthiness (Rothwell and Bakhshandeh 2022).

For us to become authentic and have the ability to use our authenticity while facing our life 
problems, we shall bring our integrity to this game. It is a game of commitment to resolve our 
problematic issues and learn how to maintain a peaceful and fulfilling lifestyle. We need our 
integrity to become real and take advantage of learning about ourselves. We will use our integrity 
in this process by telling the truth, during a process of transformational coaching without mitigat-
ing justifications and pointing fingers at others. Consider integrity as the source of having power, 
magic, and miracles in life.

Responsibility

The second element of becoming authentic with others and with us is personal responsibility.
When we are responsible, we show our willingness to own every thought we have and own up 

to every action we take—good or bad, right or wrong, happy or sad, enough or not enough. We 
did it, nobody else, just us. When we get this straight in our heads, we realize that we are the ones 
who make it or break it. Moreover, we must permit ourselves to do so, to own what we have done, 
what we have created, and become responsible for our creation. This allows us to live a great life 
with abundant peace of mind and fulfillment. This will allow us to bring transformation into our 
personal and professional life and make a difference in every aspect of our lives.

When we can look back on all the problematic events of our lives and see how we were respon-
sible for the outcome of each event, we are free. I am not suggesting that problematic events did 
not happen in our lives on their own or at the hands of others. What makes the events more upset-
ting is when we drag them along behind us throughout our lives like a sack of pain. Our interpre-
tation of these events and what we make of them reflect on ourselves, on others, and on life itself 
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and allows the upset and anger to continue in our lives. A bad situation we lived through may not 
have been our fault, but the choice to rehash it repeatedly and allow it to affect us negatively is. 
This is where we need to take full responsibility. The most important things in life are continuing 
learning, thriving on challenges, and fighting ignorance.

How do we take responsibility? We do it by noticing what we have done in our lives and the 
messes we created during all our upsetting and problematic situations. Suppose we want to see a 
fundamental change in our lives. There, we need to know there are three steps to achieve it: (1) 
owning what we have done, (2) becoming responsible for the consequences of what we have done, 
and (3) moving forward on a plan of action to go in the opposite direction of what we have done! 
Therefore, we need to start by looking responsibly into what we have done.

Rothwell and Bakhshandeh (2022) pointed at Bivins (2006) who quoted Vincent E. Barry, 
a business historian, who depicted responsibility in business as “a sphere of duty or obligation 
assigned to a person by the nature of that person’s position, function, or work” (Bivins 2006). In 
addition, some characteristics of responsible individuals are reliability, avoidance of complaining, 
and timeliness (Rothwell and Bakhshandeh 2022).

Accountability

The third element of becoming authentic with others and with us is personal accountability. (See 
Figure 11.3.)

I do not know about you, but each time I hear accountability or being accountable, I think of 
something heavy and hard, like something I cannot do, something that is too far from reality, 
nearly unreachable. It is amazing that when we become present in our own lives, how we come 
to see how much we are not being accountable for! Accountability and responsibility go hand in 
hand. When you practice responsibility, you cannot help being accountable and having integrity. 
This is the essential component of the three-force combination.

Our power and presence are created and built on the foundation of our promises to our-
selves and others. The well-being of our vision for our life, our hopes and desires, and our 
future depends on how we relate to our relationship with ourselves and how much we keep 
our promises. We have no idea how much our actions impact the world. That means that any 
action, broken promise, anything we do, and everything we say will influence our relation-
ship with others. Our relationship with others will affect the quality of our lives. It is easy to 
be comfortable when we have no responsibility, no accountability, or no dreams. There is no 
difference between us and the tree in our backyard! However, that tree has no choice and no 
free will, but we do!

People who practice accountability are up to the blaming game to avoid their responsibili-
ties. They are not pretending to be the victims of circumstances as a substitute for being respon-
sible. Accountable people are not postponing their duties and what they are responsible for 
doing (Rothwell et al., 2016; Goleman 2015; Bakhshandeh 2015). Some qualities of people with 
accountability are (1) owning their actions, (2) not blaming, and (3) being transparent (Rothwell 
and Bakhshandeh 2022).

As you can see, these three powerful forces are vital elements of becoming authentic and ready 
to face what we have done. Using these elements is necessary for us to benefit from transforma-
tional coaching and to learn about how we operate in the face of problems, difficulties, and upset 
while telling the truth about ourselves and being real.
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Authenticity

What will lead us to become authentic is a combination of having the integrity and courage to 
own what we have done and with whom we have been in the face of an upsetting and difficult 
situation, then become responsible for what we have done and face the reality of how we have done 
it. Last, we must be accountable for the results in our lives and our relationships personally and 
professionally, and not point fingers at anybody or anything else but ourselves.

The hardest part of transformational coaching is to own the whole thing. That is where people 
give up on learning about themselves when they think owning one’s results admits guilt. It is abso-
lutely not like that! We experience one of the most powerful states of being any human can have in 
facing ourselves. It is powerful, it is solid, and it is fulfilling because it is authentic.

The Flip Side of Authenticity Is Pretense

Naturally, when we are not authentic, we have no choice but to pretend. We do not suggest that 
pretense is bad; however, it is not good either. We can see how people pretend to be some way when 
they clearly are not that way. We can see and notice the pretense in society around us. As much as 
it is fascinating to investigate why humans protect themselves by pretending to be someone they 
are not, this is not a place or time to open that assortment of problems.

In upsetting, problematic, or difficult situations, people tend to withdraw and hold back their 
feelings about what is actually happening to them. We pretend everything is ok, and nothing is 
wrong. Meanwhile, we are eating our own hearts out. In that moment and in that relationship, 
we become inauthentic to our real selves. Authenticity and pretense are so closely related that it 
would be hard to recognize with untrained ears and eyes. Think of a fish in the water or a bird in 
the air. They do not recognize their own state of being by being involved and engaged with that 
way of being.

Pretending is much safer and more comfortable than being authentic and becoming true to 
one’s real self. As much as almost everyone talks about or promotes being true to their real self, 
a genuinely real and authentic person is a rare breed. One must experience such pain and agony 
by not being real or experience such painful observations of un-real and in-authentic people we 
decide it is not the way we want to be because it is not a joyful expression of our real selves.

Honesty

As you can see in Figure 11.3, we need honesty as the background and foundation of our authen-
ticity. Without honesty, we will not practice integrity, responsibility, or accountability. Without 
honesty, we just have explanations, justifications, and reasoning for why we are upset or what our 
role was in the difficult and problematic situation.

You might ask what the difference is between being honest and being authentic. Many of us 
are honest. However, we are not aware that we are not being authentic. Here for example, in our 
marriages or our personal and intimate relationships, in normal and happy circumstances, we 
love our partners, care about them much, and are very committed to the well-being of our rela-
tionships, right? That is being honest, which is a great quality in any relationship, personally or 
professionally. However, we also have resentments, upsets, inner conversations, and negative and 
distractive inner chatter all over our minds. We have not expressed them or discussed them with 
our partners or spouses yet. The same exact scenario is happening at work too! Why?
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Perhaps it is because we have concern or fear. Fear of upsetting our environment, concern they 
will not like the topic, or avoid an upsetting issue because we fear them leaving us or firing us. 
Can you see that? Can you feel it within you and all the upsetting and difficult issues you have not 
discussed with your family, friends, or employers? They are all over the place. That is when we are 
not authentic and real about what is going on in our lives. We are honest about being upset about 
something but inauthentic when we are not expressing it and seeking resolutions. We are not say-
ing to just jump at any upsetting situation and start talking, screaming, and delivering your upset. 
What we are suggesting is this:

 ◾ Practice integrity by educating yourself about how you are operating.
 ◾ Become responsible, including holding back and not talking.
 ◾ Become accountable for how long you have held back your upset and, therefore, your affec-

tions and intimacy from your personal relationships and communication and workability in 
your professional relationships.

It is up to you to pinpoint where you have not been honest with yourself and others in your life. 
We also invite you to look at where you have been honest but not authentic with yourself and 
the people in your life. In this day and time, in the age of the internet and our massive access to 
information about personal development, psychology, ontology, and all other methodologies that 
would teach us about ourselves, there is no excuse not to learn about how we are operating and 
how our operation is affecting our lives and our relationships.

When we are responsible for our lives, circumstances do not determine the quality of our life. 
We do! Things are happening to us when we are alive, some hard, some sad, and some unplanned, 
while we are experiencing some great, some fun, and some joyful ones. All these events make up 
our lives to remind us we are alive!

[Content of the preceding segment is adapted from the book Anatomy of Upset; Restoring 
Harmony (Bakhshandeh 2015, pages 25–39) and used with express permission from Behnam 
Bakhshandeh and Primeco Education, Inc.]

Key Takeaways

 1. Transformational coaching is a constructive conversation based on the recognized partici-
pants’ needs, desired outcomes, and commitments to learning something about themselves 
and their performance.

 2. We can discuss issues or have a conversation for having breakthroughs. They are both raised 
in the domain of language and in a dialogue, but one of intentional commitment to causing 
something that would not happen by itself, a breakthrough on a persistence issue.

 3. There is a workable sequence for delivering transformational coaching, (1) starting from 
establishing a foundation, (2) learning about the participants and the presented issues,  
(3) designing the coaching approach based on collected information and data, (4) imple-
menting the coaching approaches, and (5) separating from the coaching approach and estab-
lishing a maintenance action plan (see Table 11.1).

 4. To build a strong and workable relationship with a participant or a team for transformational 
coaching, the first level of workability is to establish rapport and background of relatedness 
(see Figure 11.1).
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 5. The second level of workability, which is what we call the gear wheels of coaching, are  
(1) respect, (2) trust, and (3) the context of the relationship (see Figure 11.2).

 6. Authenticity is a deeper level of honesty, and it expresses integrity, responsibility, and 
accountability.

List of Discussion Questions

 1. From your perspective, or based on your experience, how do you define the conversation 
about something or conversation for a breakthrough?

 2. How do you rate yourself from 0 to 10 (0 being the lowest and 10 being the highest in this 
and all the questions that follow) on your ability to conduct transformational coaching 
based on its sequence of coaching?
• What is missing or in the way of your understanding of the process?
• Have you assessed your KSAs (knowledge, skills, and abilities) in this area?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rating on this process?

 3. How do you rate yourself from 0 to 10 on your ability to conduct a conversation about trust, 
respect, and the context of a coaching relationship for conducting a transformational coach-
ing approach?
• What is missing or in the way of your understanding of the process?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?

 4. How do you rate yourself from 0 to 10 on your ability to distinguish between honesty and 
authenticity?
• What is missing or in the way of your understanding the differences?
• How do you evaluate your competencies to deliver the distinctions?
• What is your action plan to increase your overall rate on this process?
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Chapter 12

Effective Communication and 
Active Listening Caused by 
Transformational Coaching

Behnam Bakhshandeh

Overview

Most people are interested in having a good relationship with their family, friends, and colleagues 
at work, including their managers or supervisors. However, everyone will learn this the hard way; 
those good relationships are built on the background and foundation of good and effective com-
munication and keen listening; good communication is an indispensable element of creating and 
sustaining workable relationships on personal and professional levels.

Understanding the importance of communication and its role in creating a working relation-
ship is one thing, but developing communication skills and the ability to deliver the message with-
out the other party misunderstanding what you are saying or meaning is a whole other ball game!

One of the main outcomes of transformational coaching is for participants to develop knowl-
edge, skills, and abilities to deliver effective communication while providing active listening. These 
skills are part of leadership qualities displayed by managers and supervisors at the workplace and 
assist individuals in establishing personal and professional relationships. I am sure you have seen 
occasions, or even maybe have direct experience of it yourself, where the absence of effective com-
munication skills has led to personal or professional arguments and even displays of disrespectful 
behaviors. This fact by itself is good evidence of the importance of having communication skills 
and the ability to provide active listening.

According to PMI (2013), the number one issue in inner-personal relationships is the lack of com-
munication among people. The number one issue in organizations, among individuals, teams, and 
departments, is confusion in communication. Communication is divided into three types: (1) written, 
(2) verbal, and (3) Nonverbal, such as body language, facial expressions, and attitude. The last type 
covers over 55 percent of communication sent or received (PMI 2013; Bakhshandeh 2004).
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In this chapter, we cover the following elements of effective communication and active 
listening:

 ◾ Inner chatter as a barrier to transformation and effectiveness
 ◾ The language of communication
 ◾ The ways out of chaotic inner chatter
 ◾ Effective communication through a transformed mind
 ◾ Active listening through a transformed mind and mindfulness
 ◾ Barriers to effective communication
 ◾ Communication charter, communication plan, and communication channel

Inner Chatter; a Barrier to Transformation and Effectiveness

In this segment, we talk about conversations, not just any conventional conversation, but a distinc-
tive type, because it is not a conversation we would have with someone else, and it is not communi-
cation! We might converse with different people with no objectives, which is normal, but it is not 
communication. Because communication is a dialogue among at least two individuals or teams 
and groups and has a purpose of accomplishing something, having an end goal, and getting some-
where with the individuals, teams, groups, or organizations with whom you are having the con-
versation. However, we have to underline that all communications are conversations, but not all 
conversations are communications. We use conversations to communicate (Bakhshandeh 2009).

This particular type of conversation, which is the point at this segment, is an internal conversa-
tion, which to distinguish it from intuition, we call inner chatter or internal chatter.

However, what we point to as what we call an inner chatter is distinct from the science of psy-
chology that approaches this phenomenon from a scientific and psychological approach. “Hearing 
your own inner voice isn’t in itself harmful. But some forms of internal monologue can cause audi-
tory hallucinations when you may believe you’re hearing voices that aren’t actually there” (Brito 
2020, n.p.). Brito (2020) explained the scientific and psychological definition of internal dialogue 
as [Also called “internal dialogue,” “The voice inside your head,” or an “Inner voice,” your internal 
monologue results from certain brain mechanisms that cause you to hear yourself talk in your 
head without actually speaking and forming sounds] (n.p.).

The fact is that internal dialogue is part of being human and part of who we are as a spe-
cies. Inner dialogue gives us our capacity to think, have reasons, and decide on situations 
(SkillsYouNeed 2022).

Your internal dialogue is quite simply your thoughts. The little voice in your head com-
ments on your life, whether it is what is going on around you or what you are thinking 
consciously or subconsciously. All of us have an internal dialogue, and it runs all the time.

(SkillsYouNeed 2022, n.p.)

However, we need to reiterate the purpose of naming what we talk about as the “inner chatter” to 
separate the expected human psyche from the viewpoint of psychology, which underlines the healthy 
and expected existence of what they call “inner dialogue.” What we do here is just suggesting that 
another side of this phenomenon exists that is holding us back; it is negative and not friendly and is 
what we call “inner chatter” for our ability to separate the two. Once we become more aware of our 
thinking, its process, the type of its designs and natures, and how it shapes and forms our thoughts 



Effective Communication and Active Listening ◾ 237

and ultimately our actions, then we can do something about managing and altering them if we find it 
necessary and useful to our lives and relationships (Seligman 2010; Bakhshandeh 2009; Biswas-Diener 
and Dean 2007). This wisdom and ability to distinguish our thoughts from normal to something nega-
tive and destructive is why we call this pattern of thinking and internal conversation the inner chatter.

The Language of Communication

The language that most of us use shows up in dialogue. Some individuals with special needs or dis-
abilities use other forms of language, such as sign language for the deaf or the Braille system for the 
blind. Either way, all differ from languages, and they allow dialogue between people. However, 
another very common language is being used among everyone in the world, despite their national-
ity, age, education, religion, or profession! Body language! Body language is the most common 
language used by people. What is so common about that body language? Body language quickly 
displays the individuals’ feelings and emotional status. We can tell if they are upset, distant, 
resentful, unengaged, or indifferent (Bakhshandeh 2009).

Our body language exposes things we may not want to say or expose. Our internal chatter 
causes our mindset, and our mindset determines our attitude, which leads to our behavior, such as 
body language and facial expressions. Usually, we can hear our inner chatter right before we say or 
do something. Sometimes the distance between hearing our inner chatter and what we say next or 
do next is so short we can’t distinguish the outcome of listening to that inner chatter.

I am sure you can recognize the chatter in your head. This internal chatter or conversation 
or dialogue sounds like your negative perception, condescending opinions, belittling gossip, and 
sometimes it sounds like your complaints. The nature of inner chatter is negative, condescending, 
belittling, and justifying (Bakhshandeh 2015).

This chatter is not friendly, nor is it our friend. If we pay attention to it, each time we get 
ourselves in some trouble, at home, with our friends, or at work, we have heard it, and we have lis-
tened to it for split seconds before trouble starts! Regardless of who (ourselves, others, and society), 
where (in our privacy, at home, with friends, or at work), and how this inner chatter is generated 
and shows its ugly presence, there are common components to it. It could get nasty, sound conde-
scending and belittling, and ultimately would justify our unproductive thoughts and damaging 
behaviors to ourselves and others around us (2015; 2009; 2004).

Be Aware and Block the Unproductive Inner Chatter

To establish a certain level of mastery and understanding, similar to any other physical or mental 
exercise, we need to practice getting control of our thoughts and of our inner chatter. It takes more 
than what we might think to recognize it, separating it from expected internal dialogue and how 
to manage and control it. It will be difficult initially, but with consistency in practice, and aware-
ness of its damages to you and your relationships, you can build some mastery around the issue 
(Goleman 2015; Bakhshandeh 2015).

Have you ever listened to your inner chatter and made a pre-judgment or decision about the 
outcome of a situation you are in or about to get engaged in before the situation played out, but 
the outcome was distinct from what you described in your head? Yes, we all have been in a similar 
situation because we listened to that negative, judgmental, and unfriendly inner chatter, and we 
did what it asked us to do. In many cases like this, we get embarrassed for making pre-judgment 
and making decisions about others and situations in advance, but we have no choice because we 
are not aware of inner chatter, and we cannot block or alter it.
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If you are present to what is going on around you, you will notice that each time you con-
sulted with your inner chatter, you came out of that meeting being right about the topic of 
that consultation or the person about whom you were talking! You almost never come out 
of that inner chatter being in the wrong. Interesting, isn’t it?

(Bakhshandeh 2009, 120)

We have our inner chatter in our heads all the time, loud, judgmental, and unfriendly. We have 
this chatter about ourselves and everyone else around us, even about people or subjects far away 
from ourselves. Please look at Figure 12.1. Imagine we want to deliver a communication to someone 
or receive a communication from someone. Imagine the level of pre-notion, pre-decision and pre-
judgment about us or others before, during, and after the communication. The people, subjects, or 
matters about which we are having inner chatters are one or mixtures of our inner chatters about 
personal, professional, or social matters (depending to whom we are delivering our communication, 
or from whom we are receiving communication), which may include any of the following:

 ◾ Ourselves
 ◾ Our relationships (spouse, significant others, partners)
 ◾ Our siblings and family members
 ◾ Other people (friends, neighbors, co-workers, managers, bosses)
 ◾ Work, job, or position (what we do and how we are doing it)
 ◾ Productivity and performance
 ◾ Education
 ◾ Finance and money
 ◾ Our body and health
 ◾ Nationality, race, or cultures
 ◾ Gender identity or sexual orientation
 ◾ Community, society, or neighborhood
 ◾ God, religion, and beliefs
 ◾ The economy
 ◾ Politics and politicians
 ◾ And more . . .

Look at Figure 12.1 again with all the chaos and confusion happening because of all our negative 
inner chatters. Suppose we want to communicate effectively with another person. In that case, the 
content of our communication must go through the dense and chaotic nature of what is happen-
ing in our heads, when the other party also has the same thing happening. What would be the 
chance for effective and workable communication?

The Ways Out of Chaotic Inner Chatter

Figure 12.1 represents our heads and minds when we listen to our destructive inner chatter. We 
can see the effect of our chaotic inner chatter on our ability to communicate effectively or even be 
listened to what we are communicating.

We must generate some opening out of this dense of craziness and chaos. For us to be effec-
tive in our communication, giving or receiving, we must plow through the tight and unwork-
able nature of our negative and opinionated inner chatter in our heads! We must create opening 
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Figure 12.1 The Complex of Our Internal Chatter and Our Communications.

Source: Adapted from Bakhshandeh (2009, 129).
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channels to the other side of this chaos! (see Figure 12.2). What is on the other side? Any com-
munication we commit to delivering to someone. It may be something about an important subject 
matter or sensitive issues in our personal or professional lives directed to someone important to us 
about any of these important topics. We shall ask ourselves: What are we committed to creating 
in this situation? We can be positional and be in the right about what we think and take a firm, 
unwavering position about our view, which would result in us being more in the right, but more 
alone and more ineffective! (Bakhshandeh 2009; Seligman 2002).

However, if we want to be effective and productive, get to the other side of this mess where we 
can think without our one-sided opinions and baseless judgments or our yearnings to win at any 
cost, then we must create some access to the other side. You might ask, how can we do that? The 
answer is by self-reflection about any of these issues and by telling the truth to ourselves. It involves 
practicing self-awareness to recognize our agendas and not just wanting to win and having the last 
word (Green and Palmer 2019). Are we committed and attached to making our point, or are we com-
mitted to discovering the best resolution for everyone involved? “For any of us to go to that other side 
and to get to what we really want to say, which is deeply buried inside of what we are actually saying, 
we have to open some roadways. I call them Roads to Purpose” (Bakhshandeh 2009, 123). According 
to Bakhshandeh (2009), these roads are openings that will make a difference in our lives personally 
and professionally. These openings to the other side could be any of the following:

 ◾ Our commitment to the result: It always makes a difference to look into our commitment 
to any matter’s end results and outcomes. Our choices in any communication could be a) a 
commitment to our agenda (presented or hidden) or b) a commitment to be a certain way 
and do something that would cause an opening that would produce productive results and 
satisfy both sides.

 ◾ Where we are standing: When we are standing to produce an outcome that would benefit 
both sides of a matter, the process of communication will work much better. Where we are 
standing in relationship to the matter makes the biggest difference! If we do not stand for 
something, we will fall for anything! When we are standing for workable and productive 
results, we will know unworkable agendas and unproductive conversations.

 ◾ Practice integrity: Without integrity, nothing will work. We shall look deeply within our-
selves and see if we are generating or justifying inner chatter so as not to be responsible for what 
we can do and what we can produce. Are we lying and making things up? Are we justifying 
our approach to get what we want? Are we concealing the truth so we can control the situa-
tion? Are we wanting to win to come on top? We shall answer these questions to ourselves with 
complete integrity and self-awareness. That would help to produce effective communication.

 ◾ Interest in workability: With our commitment to workability and productive communica-
tion, we can plow through the congested negative and condescending inner chatter to open 
up workable communication channels. When we operate from our desire for workability, we 
can control our inner chatter and make things work with people who want to communicate 
with us and resolve issues. We must relate to a much bigger vision to source our actions 
rather than to win and be right for this to work.

 ◾ Interest in effectiveness: We will do things effectively when we show interest in being effec-
tive. When we review past scenarios in which we were ineffective, I am sure we can see who we 
have been being and what the inner chatter was that was holding us back from being effective 
in resolving those issues. We can recognize our very destructive mindset and behavior caused 
by listening to that negative inner chatter about the issues or people involved with them.
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Figure 12.2 Ways Out of Impressions of Internal Chatter.

Source: Adapted from Bakhshandeh (2009, 132).
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When we look at the issues resolved for both parties, we can notice commitment, integrity, 
workability, and effectiveness incorporated to make things resolved.

 ◾ Applying the concept of teamwork: Like it or not, notice it or not, there is the fact that we 
are working with different teams in our life (at home or work). We are in touch with different 
teams with our family or friends, with our spouses, at the workplace, or in our communities. 
If we apply the concept of teamwork to any communication issue, we can make things work 
among us. I know it is much easier to say versus to do, but the possibility of relating to others 
as team members always increases workability and effectiveness.

Effective Communication through a Transformed Mind

Effective communication began with getting present to our ineffectiveness in communication! We 
shall get present to the degree of our ineffectiveness, so we can do something about getting effec-
tive, versus justifying and coming up with reasons about why we are ineffective in communica-
tion, and more often than not blaming others as the ones who are ineffective.

Without communication, there is no effectiveness and productivity, no workability or team-
work. Teams work synchronized when communicating effectively. We are all members of different 
teams, families, work, communities, and society. Harmony and fulfillment arise from communi-
cation; peace and love are functions of communication (Bakhshandeh 2004).

Table 12.1 displays fundamental contrasts between two mindsets, (1) an open mind sourced 
by desire and interest for personal and professional growth, and (2) a closed mind, which is fixated 
on what they know and sees no possibility for resolutions and workability.

Table 12.1 Examples of Contrasting between Two Types of Mindsets in Communication. 
Author’s Original Creation.

Examples of Contrasts between Two Types of Mindsets in Communication

Open Mind/Growth Mindset Closed Mind/Fixed Mindset

I want to learn more about communication. I know how to communicate.

Learning more about communication will 

help me in my relationships.

There is nothing new I need to know about 

my relationships.

Learning about communication is a wise 

investment.

This is wasting my time.

I wonder how I appear to others when I am 

talking to them.

They should listen and follow my lead.

I want to make sure they understand what 

I am trying to relay in my communication.

They don’t understand communication; they 

don’t get it.

I recognize my shortcomings in 

communication skills.

There is nothing wrong with my 

communication skills.

I should ask them what they feel about my 

communication.

They just get offended so easily!
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Table 12.2 displays a step-by-step action to produce and effectively communicate with others. 
To do this effectively, practice an open mind and get present to your ineffectiveness in communi-
cation. Remember that a transformed mind is an open mind with interest in personal growth, a 
positive view of others, and an interest in workability and producing positive results.

Source: Copyright 2022 by Behnam Bakhshandeh.

Examples of Contrasts between Two Types of Mindsets in Communication

Open Mind/Growth Mindset Closed Mind/Fixed Mindset

I shall change my approach to communicating 

with others if it is not effective.

I know I am good at communication, and 

there is no need to alter anything.

I have a lot to learn about effective 

communication.

I am good at communication.

I shall ask them if they are experiencing me 

listening to them.

I am sure they got what I am saying.

I repeat the context of what they are 

communicating.

They are wasting my time by babbling; where 

are you going with this?

I shall be patient and compassionate while 

they are communicating with me.

Come on, just get to the point.

Communication is of a vital source of rapport 

and relatedness.

I know they like me and want to learn  

from me.

Table 12.2 Step-by-Step Actions for Conducting an Effective Communication.

Step-by-Step Actions for Conducting Effective Communication

# Required Actions Supportive Descriptions and Instructions

1 Recognize your inner 

chatter

• You must hear it to believe it.

• It is there all the time, every day, and every night.

• You have no control over it; it has control over you.

• It is not your friend; it is what holds you back.

2 Get present to what you 

are doing

• Are you communicating or venting?

• Are you committed to a certain result, or do you want 

to be right?

• How important is it to you that everyone gets to 

communicate?

• Do you want to resolve the issue or just make your point?

3 Acknowledge 

ineffectiveness in 

communications

• Start from “I don’t know how to be effective!”

• Look for yourself to discover what effectiveness is to you!

• Discover what effectiveness is to the other party.

• Create an outcome for the end result of your 

communication.

(Continued)
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Step-by-Step Actions for Conducting Effective Communication

# Required Actions Supportive Descriptions and Instructions

4 Tell the truth about your 

agendas and 

acknowledge them

• Ask yourself what your agenda is here.

• By telling the truth, you will have the freedom to 

communicate.

• Acknowledge it to others and let them know you are 

not committed to it.

• Keep noticing as your agenda keeps crawling in.

5 Give up your agenda to 

become effective

• By giving up your agenda, you will have freedom in 

being in communication.

• By having freedom, you have no attachment to the end 

results.

• By having no attachment, you become more effective.

• By being more effective, you have more of a chance to 

produce the outcome.

6 Understand who you are 

for yourself

• Acknowledge the way you are relating to yourself.

• Discover who you are for yourself.

• Recognize what you are gaining by pursuing your 

complaints about yourself.

• Acknowledge your attachments to your ways and the 

cost of it.

7 Distinguish who others are 

for you

• Own the way you relate to other people.

• Discover who they are for you.

• Discover what is in it for you by having so many 

opinions about others.

• Recognize how much you are losing by being this way 

to others.

8 Understand how you are 

relating to the world 

around you

• How do you relate to the world you have created 

around you?

• Have a deep look at yourself in this created world.

• Recognize your responsibilities in creating this world.

• Understand that your inner chatter keeps you in there.

9 Develop compassion and 

understanding of others

• Without an understanding of others, you can’t 

communicate effectively with them.

• Understanding them comes from listening to them.

• Have compassion for what it takes to talk to you.

• Generate compassion for what it takes for them to 

communicate.

10 Come from your 

commitment to produce a 

result in that 

communication

• Without your absolute commitment to the result, there 

is no accomplishment.

• By getting committed to the results, you shall give up 

your position.

• Stand in a place of workability and commitment.

• Stay focused and continue being in communication.

Table 12.2 (Continued)
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Step-by-Step Actions for Conducting Effective Communication

# Required Actions Supportive Descriptions and Instructions

11 Get related to others’ 

realities

• Give up that they “don’t know what you are going 

through.”

• Ask them about what they are experiencing now.

• Ask them if they need to say or give up anything before 

you talk.

• Understand there is only one world for them, their 

world!

12 Get related to others’ 

realities in relationship to 

you

• Ask them who you are for them.

• Ask them if they need anything from you to produce 

the outcome.

• Ask them about what their experience is when talking 

to you.

• Ask them if they are comfortable or not.

13 Remember that they are 

not out to get you

• Bring your protection shield down to listen.

• If you are defending your point, you can’t listen to 

theirs.

• Give up your attachment to how they should talk.

• Give up your attachment to what you must say.

14 Remember that they are 

not reacting to you

• If they are upset, it is not because of you.

• If you are upset, it is not because of them.

• Recognize where your past experiences are in play and 

let them go!

• When you are upset, it is because you have 

expectations.

15 Manage your facial 

expression and body 

language

• Recognize your attitude and give it up!

• Don’t show your reactions with your body language.

• Don’t act the way you don’t want them to act.

• Understand that you are not a teenager anymore.

16 Know when to shut up and 

when to speak

• Stop your inner chatter about what they are saying.

• Stop thinking about what you need to say when they 

are talking.

• Don’t keep talking because you are terrified by silence.

• Don’t interrupt; ask them if they are finished talking.

17 Don’t get invalidated or 

disempowered; stay 

present

• Don’t react to what you heard; it is just what they are 

saying.

• Don’t make it mean anything that it’s not.

• If you are getting invalidated, it is because you are 

attached.

• You are getting disempowered because you are not 

present with the outcome.

(Continued)
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Step-by-Step Actions for Conducting Effective Communication

# Required Actions Supportive Descriptions and Instructions

18 Make sure an eighth 

grader can understand 

what you are saying

• Make your communication simple; simplicity is grace.

• Use common words and easy examples.

• Give up your ego by not using hard-to-understand 

lingo and jargon.

• Bring yourself down to where they can see you and 

touch you!

19 Notice when you become 

a six-year-old

• Recognize when throwing a tantrum.

• Notice your juvenile remarks before they leave your 

mouth!

• Don’t act like a child when you don’t get what you 

want!

• Acknowledge it for yourself and give it up before they 

point it out to you.

20 Notice when your shield is 

going up and bring it 

down fast

• When your shield is up, you are isolated.

• Bring your shield down before they notice it is up!

• There is no communication between two fully 

functioning shields!

• Keep your shield down; they will not hurt you!

21 Notice your agenda before 

starting any sentence

• Listen to what you are saying.

• Your agenda will justify itself minute to minute; notice 

it!

• Use your body language and facial expressions as a red 

flag for your agenda.

• Stay present and keep reminding yourself of your 

commitment to the result.

Source: Adapted from Bakhshandeh (2004) with express permission from Behnam Bakhshandeh 
and Primeco Education, Inc.

Something worth remembering when leading people is this: “One of the things that makes 
you distinct from others is the way you leave people. The question worth asking is this: Are they 
left bigger or smaller than when you found them?” (Bakhshandeh 2004, n.p.).

Active Listening through a Transformed Mind and Mindfulness

Given the vague meaning of active listening, different people have different definitions or mean-
ings for active listening and use it in different frameworks (Leonardo 2020). In this segment, we 
attempt to explain the concept of active listening from the viewpoint of communication from a 
transformed mind, as we explained in Table 12.1 (examples of contrasting between two types of 
mindsets in the communication) and Table 12.2 (step-by-step actions for conducting an effective 
communication).

Table 12.2 (Continued)
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The Way for Effective and Mindful Listening

In 1957, while developing a journal paper, two psychologists, Carl Rogers and Richard Evans 
Farson, established the concept of active listening and described the term as “a skill that requires 
a few actions: listening for the full meaning of a message, responding to emotions, and noticing 
nonverbal communications” (Leonard 2020, 5).

Many people think that just because they can hear the other person then they have listened to 
them and understood what they were saying and got the intent of the speaker’s message. As you 
might recall, in the preceding session about our inner chatter, we explained its impact on our 
intentions and focused on the way we listen to communication.

There are several approaches to listening during communication; some of most researched 
approaches to listening are (1) critical listening, (2) reflective listening, and (3) passive listening 
(Leonardo 2020). In this segment, we look into these approaches to listening and see how they 
correlate to the concept of active listening in general.

Critical Listening

Critical listening involves the most intention and effort from the listener. The listener stays focused 
on the message, processing the communication while separating opinions, perceptions, and bias 
from the facts in the message. This approach is useful when we are in a situation that needs evalu-
ation of receiving information, such as with news or listening to someone’s analysis of a situation 
or events (Leonardo 2020; Goulston 2010; Roberts 2005).

Reflective Listening

Reflective listening involves utilizing our own words in communication when repeating back what 
the speaker has said and what we have heard in the message. In this approach, we need not evalu-
ate, scrutinize, or judge the message versus informing and ensuring the speaker we have received 
and understood the intent of their message (2020; 2010; 2005).

Passive Listening

Passive listening is all about the speaker. The listener needs to allow the speaker to deliver the 
content and the words they like to use with no interruptions or injecting words from the listener. 
“Unfortunately, this is the most common type of listening. Most people listen passively, merely 
waiting for their turn to speak” (Leonardo 2020, 4). In this listening approach, the listener is not 
paying attention to the speaker’s content and the message (2020; 2010; 2005).

Active Listening

Mindful, active listening includes a healthy dose of all the aforementioned approaches to listen-
ing (see Figure 12.3). People who practice mindful, active listening use critical listening to under-
stand the message to form their judgments about the nonverbal cues and their related emotions 
from the speakers, while using reflective listening to make sure the speakers feel they are being 
heard and use passive listening to stay silent while the speakers are delivering their messages 
(2020; 2010; 2005).
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The Layers of Becoming a Mindful Listener

Active listening is a compelling skill, otherwise known as one of the major elements of develop-
ing soft skills, which is desired by many organizations and businesses and among populations. 
The primary purpose of active listening is to understand the receiving communication and be 
able to decode the message accurately. However, as much as this main purpose is important, 
there are other benefits to the process of active listening. During the process of mindful, active 

Figure 12.3 Combined Element of Mindful Active Listening.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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listening, the speaker would develop the feeling of connectedness, relatedness, self-confidence, 
and respect.

It is not a mystery that many people in their personal relationships have a hard time receiving 
critical communication from their life partner, spouse, loved ones, family members, and friends. 
It is one of the natures of human beings that we are not open to what we might perceive as criti-
cism and blame when people in our first circle of family and friends are communicating something 
sensitive with us. This issue also appears in the business world among managers, supervisors, and 
the workforces they manage, oversee, and direct.

There are four main layers to how someone will become a mindful listener (see Figure 12.4):

First Layer: Self-Realization

The first layer is to realize what we feel about this communication. We shall ask ourselves How do 
I feel about this. Most people will become defensive when in their minds, someone is criticizing 
them, blaming them, and making them wrong. This feeling will arise as soon as we feel we are 
being attacked, and therefore, we raise a defensive shield to protect ourselves. When practicing 
mindful, active listening, we will stop and think about why we felt the way we did and what is 
behind our feelings. This self-realization act helps us to draw a line between the content of the 
message and our interpretation of the message generated from our defenses and concerns about 
ourselves. Self-realization is the beginning of understanding the content of the speaker’s message 
(Bakhshandeh 2015; Bakhshandeh 2004).

Second Layer: Empathy

The next layer is to develop empathy for the speaker by conducting an inquiry into how they feel 
about this. It would be a mindful act to turn our attention from ourselves to others and attempt to 
understand and feel what the other party feels and experiences during the communication; that is 
the basis of empathy for others. Self-realization and empathy bring us out of our self-concerns and 
what we feel and connect us to the world outside of ourselves (2015; 2004).

Third Layer: Self-Awareness

Self-awareness is one of the main elements of emotional intelligence, which starts with individuals 
learning of their biases and hidden agendas. It is effective if we look into what is the relevancy of how 
I feel about this issue. This is a much deeper layer of self-realization. By realizing what we feel about 
the issue at hand, we can investigate what is the relevancy and connection between the two. What 
is the connection? What experience is boiling up? What is my attachment to this? (2015; 2004).

Fourth Layer: Leadership

When we understand our bios, attachments, agendas, and what we feel about what we are hearing 
and then pushing them to the side, only at that point are we creating leadership by asking our-
selves how can I resolve this issue. The last layer is not about us; it is about the speakers and the final 
outcomes. At this layer, we are looking for an effective way to resolve the communication issue and 
start creating a partnership with the speaker (2015; 2004).
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Advantages of Practicing Mindful, Active Listening

There is a multitude of advantages of using mindful, active listening and becoming someone who 
is an expert in active listening through transformational coaching for effective leadership. Here 
are some of these advantages:

 ◾ Receive agreement: People are inclined to become more agreeable when they experience 
being listened to, understood, and respected.

 ◾ Improve self-awareness: When people learn how to communicate effectively, they learn 
more about themselves and improve their self-awareness.

 ◾ Develop self-esteem: As people become more skillful in their communication and build 
competencies, naturally, they increase their self-esteem and build stronger self-confidence.

 ◾ Establish rules and boundaries: Setting the rules and boundaries for communication is essen-
tial to communication effectiveness. For example, an active listener will acknowledge others’ 
needs and listen to them intently and with respect without allowing the speaker to be out of line.

 ◾ Build long-lasting relationships: Displaying compassion and empathy results in closer 
relationships among individuals, personally and professionally.

 ◾ Increase opportunities: When people feel appreciated, understood, and respected, they are 
much more open to future opportunities and work with one another.

(Leonardo 2020; Goulston 2010; Roberts 2005)

Figure 12.4 Layers of Listening to a Communication About an Issue.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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Fundamental Practices of Mindful Active Listening

In this segment, we review fundamental practices for developing mindful, active listening. It will 
be beneficial if we note that as useful and effective as these practices could be, they do not rep-
resent an act of active listening if they are conducted individually versus as a whole and through 
the process of mindful, active listening (Leonard 2020; Goulston 2010). These practices are not 
something new; many of us practice some every day which are not distinguished as active listening 
fundamental practices.

Rephrasing

By rephrasing speakers’ messages and repeating it for them, we are seeking clarification we have 
understood the speaker accurately. This way, if our rephrasing is inaccurate, the speaker can cor-
rect our understanding and make sure we got the message the way it was intended. According 
to Leonardo (2020), research has shown that when the speakers feel we understand them, the 
chances they become agreeable will be higher, and they will also have a positive impression of us 
as a listener, which will result in a satisfactory interaction.

Paralanguage

Paralanguage, or nonverbal language, includes other types of communication like (1) body lan-
guage, such as leaning toward the speaker; (2) facial expressions, such as smiling and eye con-
tact; or (3) nonverbal cues or vocalizations like ahh, humm, or mmu. Use of paralanguage helps 
both speakers and listeners to feel comfortable, understood, and given attention to (Montague 
et al 2013). “When used in tandem, paraphrasing and nonverbal language leave speakers feeling 
more understood and connected to and therefore more satisfied with your interactions” (Leonardo 
2020, 10).

Paralleling

Also known as “mirroring,” this occurs when the listener parallels the speaker’s physical and 
behavioral poses and expressions, such as making natural eye contact, positioning their bod-
ies similar to the speaker’s, or adjusting their speaking volume and tone to match the speaker. 
This practice causes speakers to be much more comfortable with the progress of communication 
and delivery of their message. “According to a 2005 study in Psychological Science, speakers 
correlated mirroring with persuasiveness and likeability of a listener” (Leonard 2020, 12). This 
practice is more effective when done in a natural approach without exaggerating, which would 
seem fake and inauthentic.

Applying Silence

Using silence is one of the masterful practices of mindful, active listening. Few people are 
comfortable with silence in communication and feel awkward when one part is silence and 
listening (Goulston 2010). Listeners’ silence will give speakers room to deliver their message 
during an uninterrupted time, organize their thoughts, tap into their feelings, and recognize 
their emotions. This is also true for the listeners, who can gather their thoughts and recognize 
their emotions.
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Responding to Emotions

Our attention and response to speakers’ emotions are as critical as our response to the speakers’ 
verbal and nonverbal language. Responding to the speakers’ emotions could be merely observing 
the emotions, acknowledging them, and naming them, so the speakers know we understand what 
they are feeling, which will give them confidence we are listening and we care about the commu-
nication (Roberts 2005; Bolton 1979). Responding to emotions will particularly work when there 
is a heated conversation or when one party is clearly upset or emotional. Examples of responding 
to emotions could be “I can see you are upset,” “you seem unhappy or concerned now,” or “I am 
sorry you are feeling disappointed.”

How Good Are Your Active Listening Behaviors?

Table 12.3 can help you uncover your active listening behaviors and areas where you can improve. 
This rating system does not indicate your complete lack of communication or active listening com-
petencies and skills but only directs you to pay attention to certain behaviors that would determine 
your presence with others during communication.

Table 12.3 Active Listening Behaviors Self-Rating System. Author’s Original Creation.

Active Listening Behaviors Self-Rating System

Instructions: Use this form to rate yourself on your active listening behaviors. Conduct this 

self-rating at least once a quarter and discuss your insights and realizations with your direct 

manager or supervisor. Always come up with what was missing and what are your next 

actions to bring up your rating level.

Date: Participant: Team:

Quarter: Manager: Department:

Rating Numbers 1 2 3 4 5

Rating Descriptions Always Frequently Casually Seldom Never

# Scenarios/Statements

1 I pay attention to my mobile 

phone messages during 

conversations.

2 I check my emails on my 

computer during conversations.

3 I get annoyed with others who 

make ambiguous comments 

during a conversation.

4 I easily get sidetracked during 

conversations with other people.

5 I am not comfortable making eye 

contact with people during our 

conversation.
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Active Listening Behaviors Self-Rating System

6 I prefer email and text messages 

as means for communication 

more than video calls or face-to-

face options.

7 I evaluate and judge the style and 

the ways others communicate 

with me.

8 I keep thinking about what the 

other person will say next versus 

listening to what they are saying.

9 I ignore potential diversities with 

the people with whom I converse.

10 I would immediately say what 

comes to my mind without 

sorting out my remarks for 

effectiveness.

11 I am involuntarily rude to others 

during conversations.

12 I can’t read others’ feelings by 

their body language.

13 I can’t understand people’s 

communication by watching 

their facial expressions.

14 People close to me complain 

about me not listening to them 

or not understanding them.

15 I have the habit of getting into 

arguments with others.

Total score for each rating

Total of all above scores

Final average score (above total scores 
divided by 15)

What is missing for you to develop your competencies on active listening?

Missing 1:

Missing 2:

Two actions for this quarter that would bring up my two lowest scores by at least one scale on 

the next self-rating:

Action 1:

Action 2:

Source: Copyright 2022 by Behnam Bakhshandeh.
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Filters on the Way of Our Active Listening

There are many filters in the way of mindful, active listening and our effectiveness in receiving the 
intent of the speakers’ messages. These filters are somewhat hidden from us, and we do not notice 
them unless we become aware of our opinions, bios, judgment, stereotypes, and even prejudices. 
These filters have placed themselves in these categories:

 ◾ What we say
 ◾ What we see
 ◾ What we hear
 ◾ What we think

We have developed these filters through years of personal and professional experiences based on 
these labels:

 ◾ Gender: Male or female (stereotyping)
 ◾ Age: Young or old (experience)
 ◾ Sexual orientation: Gay, straight, bi, or transsexual (bias and prejudice)
 ◾ Nationality: Heritage or immigrants (opinion, bias, prejudice, and stereotyping)
 ◾ Religion: Ours and theirs (comparison, judgment)
 ◾ Cultures: Diversity (language, customs, traditions and interpretations)
 ◾ Race: Different skin colors (upbringing, prejudice, and racism)
 ◾ Perceived knowledge: What we have learned (others’ opinions, readings, education)
 ◾ Past experiences: Parents, family, neighborhood, schools, workplaces (opinion, bias, preju-

dice, and stereotyping)
 ◾ Opinions: What we heard, believed, and thought we knew (bias, others’ views, and 

upbringing)

These filters cause the following barriers to our effective and mindful active listening:

 ◾ Pretending to listen: Our judgments and biases keep us away from relating to the speakers 
and completely understanding their messages.

 ◾ Distractions: Our thoughts generated from our filters are distracting us from listening with 
the intent to understand. Our biases cause loud inner chatters that will distract us from con-
necting to the speakers.

 ◾ Bias and closed-mindedness: A closed mind will observe nothing. I  remember seeing a 
bumper sticker that said, “Mind is like a parachute; it only works when it is open.” That is so 
true about how we can understand the message and intent when our mind is open.

 ◾ Impatience: Because we do not listen, we get impatient and want to stop the conversation 
and move on to other things. The impression of impatience is shown in our body language 
and facial expressions.

 ◾ Jumping to conclusions: Making final decisions and conclusions about the speaker’s mes-
sages’ meanings and intent helps us close the conversation without any effective outcome, 
just because we are done listening.
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Barriers to Efficient and Effective Communication

Barriers to communication always are in the way of effectiveness and can lead to conflict among 
individuals, teams, or leadership within organizations. For our communication to become effec-
tive, we must understand the elements of communication and the potential barriers to its effective-
ness so we can remove them.

Before we get to the barriers, let’s get familiar with some terminology:

 ◾ Noise: Noise is called anything that disturbs and interferes with complete transmission and 
understanding of the message. Examples of noise have been mentioned earlier under barriers 
to active listening, such as biases, judgments, and stereotyping.

 ◾ Efficient communication: That is the communication without extras and unnecessary 
information that would confuse the message or the intent of the communication. It means 
delivering only information that is necessary and needed.

 ◾ Effective communication: That is the information and the content, which is presented 
in the communicative format, at the proper time, and with an intentional and productive 
impact.

(Levi 2017; Kold 2011)

Barriers to Communication Efficiency and Effectiveness

 ◾ Absence of communication channels: One of the biggest sources of ambiguity and confu-
sion among teams and organizations is the lack of clear and workable communication chan-
nels among employees and their management systems (see Table 12.5).

 ◾ Lack of communication plan: Another absence in communication is the lack of plan-
ning for communication. Good teamwork includes a good plan for communication (see 
Figure 12.6).

 ◾ Lack of communication charter: Any successful undertaking starts with a vision and mis-
sion for what is the purpose of a project and what the team will do to make it happen. 
Effective communication also needs a good solid vision, and that is when a communication 
charter helps the team or organization implement effective and efficient communication (see 
Table 12.4).

 ◾ Physical distance: Physical distance forces people to use communication technology such 
as audio and video platforms. On the one hand, the availability of communication technol-
ogy helps the progress of business, but it takes away relatedness and rapport between sender 
and receiver. Time differences or availability of technology in different locations also adds to 
the ineffectiveness of communication.

 ◾ Temporal distance: History of communication and background of relatedness and comfort 
between the sender and receiver causes slow starts and some discomfort.

 ◾ Language differences: Given the fast expansion of globalization, almost everyone must 
deal with people from different cultures and, therefore, different languages, resulting in the 
presence of accents (pronunciation) and grammatical errors.

 ◾ Disturbing environmental factors: There are always some destructive environmental fac-
tors interfering with communication, especially in the workplace environment. Examples of 
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these distractions could be other people talking, office or cell phones ringing, other conver-
sations in proximity, background noises such as email notifications, or just other people’s 
interruptions.

 ◾ Detrimental attitudes: People’s unprofessional conversations, inappropriate attitudes, 
or hostile behavior are harmful to any relationship and, therefore, to communication 
effectiveness.

(Bakhshandeh 2018; Levi 2017; Kold 2011)

Reviewing Elements of Effective Communication

In this segment, we summarize and review important elements of effective communication, rep-
resented in Figure 12.5.

A Sequence of Basic Communication:

 1. Encoding: The process of effective communication starts with the senders’ choice of words, 
maybe some displays, figures, symbols, or images that support the intent of the message to 
the receiver, including the senders’ ideas, thoughts, and requests.

 2. Transmitting: This defines the transmission of communication as either of two ways, a 
one-way or direct and indirect process; the senders encode their messages and transmit it 
through their chosen channel to the receivers who will decode the message. This is where 
distracting environmental factors might affect the transmission of the message.

Figure 12.5 Communication Medium, Process, and Influence of Noise.

Source: Adapted from Bakhshandeh (2018); Levi (2017), and Kold (2011).
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 3. Decoding: Decoding a message is related to how the receiver understands and interprets the 
content of the senders’ messages in a coherent form.

 4. Acknowledging: This is about validating and confirming the senders’ feelings. This differs 
from one of the active listening practices: repeating the message as a form of confirming that 
you received the message. This is about displaying empathy and understanding the senders’ 
positions in communication.

 5. Feedback or response: Feedback implies the receivers’ responses that give the sender some 
idea of how their messages and their intentions have been received and understood or if 
further explanations or modifications are needed.

(2018; 2017; 2011)

Some Things to Pay Attention to as a Sender:

 ◾ As a sender, encode your message carefully, define what communication method you like to 
use, and verify that your message is easily understandable.

 ◾ As a sender, when encoding your message, you shall be aware of the following as some defin-
ing factors for the receiver:
• Nonverbal: A big part of one-on-one or in-person communication is nonverbal language, 

based on your body language and facial expressions, and mannerisms.
• Paralingual: Your pitch and tone of voice is helpful in conveying your message.
• Words: Your choice of words and the way you phrase them are crucial elements of your 

message.
• Meanings: The meanings that the receivers add to your messages depending on what 

words, nonverbal, and paralingual factors were included in the message, even in written 
communication.

 ◾ It is helpful to ask the receivers for responses or feedback to confirm the accuracy of the mes-
sages and the degrees to which the receivers understood the messages.

 ◾ You can receive your feedback if you ask questions at the end of the messages.
 ◾ Ultimately it is up to the receivers to make sure they have received the messages and under-

stood the contents and intents of the messages.
(2018; 2017; 2011)

Pay Attention to What Would Interfere with Communication:

 ◾ Noise of any kind
 ◾ Distance, physically and temporal
 ◾ Ineffective coding of message
 ◾ Improper encoding of message
 ◾ Opinion, bias, and stereotyping
 ◾ Attitude and hostility
 ◾ Language differences
 ◾ Cultural differences

(2018; 2017; 2011)
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Communication Plan, Communication 
Charter, and Communication Channel

In this segment, we look at the benefits of the communication plan (Figure 12.6), communication 
charter (Table 12.4), and communication maintenance plan (Table 12.5).

Communication Plan

Figure 12.6 depicts the three main aspects of creating a workable communication plan with all 
their related elements of organizational business operations: (1) the input, (2) the process, and (3) 
the output.

Communication Charter

A communication charter works as the foundation for communication effectiveness among two 
individuals, team members, or managers and their employees. Table 12.4 is an example of a com-
munication charter created by an organization to increase efficiency and effectiveness among their 
teams and internal teams and departments.

Communication Channel

Organizing meetings to plan or review the production is always challenging and resisted by mem-
bers of an organization due to what they find “ineffective” and what they call “waiting their time” 
(Levi 2017). Establishing a workable communication plan, using a communication charter, and 

Figure 12.6 Communication Plan and Effective Direction.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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Table 12.4 Example of a Communication Charter. Author’s Original Creation.

Communication Charter

Areas Descriptions

Upsets Go to the person you have an issue with within 24 hours to talk to 

them or to schedule a time to talk to them.

Directive Coaching Directive coaching is delivered by higher supervisors or managers 

directly to employees or teams not conducting their processes and 

procedures in the way that their job and tasks are designed and 

expected to be complete.

Indirective Coaching Indirective coaching or mentoring is done with permission only. 

Always give the other person the space to decline.

Feedbacks Feedback is part of the process of progression and generating high 

performance, effectiveness, and productivity. Therefore, positive and 

constructive feedback is welcome and encouraged.

Promises & Requests When making a promise or request, always use the X (what) by Y 

(date, time), with a condition for fulfillment formula (your required 

or desired outcome). Appropriate responses to requests are (1) 

accept, (2) decline, and (3) counteroffer (a promise to respond by a 

different day or time).

Listening  1.  Listen for the possibility or the unknown in what someone is 

saying.

 2. Listen for your inner chatter and what filter you are using while 

you are listening.

 3. Be responsible for who you are being and how you are listening.

Being Your Word Communicate specifically to the person you gave your word to 

immediately if you are going to break it and make a new promise.

Close the Cycle Always close the communication cycle. Don’t let anyone follow you to 

get an answer you could give on any communication. Do not leave 

people hanging and waiting for your complete communication.

Source: Copyright 2022 by Behnam Bakhshandeh.

organizing communication channels in organizations help management to produce efficient and 
effective meetings at all levels of management.

Table 12.5 is an example of planning channels of communication and how to maintain open 
and effective communication to keep everyone on the same page.

Communication Skills for Managers and Leadership Positions

Leadership includes an act of inspiring others, providing positive directions, and being instrumen-
tal for change by empowering others around a common vision or cause to work toward achieving 
their objectives. Those in leadership positions (some managers and some not) must have power-
ful communication skills and competencies to effectively communicate with their followers or 
employees (Bakhshandeh 2002).
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Table 12.5 Example of Internal Communication Channel and Maintenance Plan. Author’s 
Original Creation.

Internal Communication Channel and Communication Maintenance Plan

Type Participants Method Frequency Purpose

Executive Team 

Meeting

CEO, VP & CFO In-person 

meeting

Once a month, on 

the 1st Monday 

of each month

Update, 

alignment & 

planning

Senior 

Managers’ 

Meeting

CEO, VP, CFO, 

Director of HR & 

Plant Manager

In-person 

meeting

Bi-weekly on the 

2nd & 4th 

Monday of each 

month

Update, 

alignment & 

planning

Project Team 

Feedback 

Report

Project managers Email Once a month, on 

the 1st Monday 

of the month

Giving and 

receiving feedback 

on projects

Team Meetings Members of 

different teams

In-person 

meeting

Once a week, 

every Monday 

morning

Planning the 

weekly production

Department 

Head 

Meetings

VP, Heads of 

departments in 

the organization

In-person 

and video/

telephone 

conference

Once a month, on 

the 1st Tuesday 

of each month

Status update, 

giving and 

receiving 

feedback, 

planning, 

collaborations

Plant Manager 

Meetings

Plant manager, 

assistant plant 

managers 

(production & 

maintenance)

In-person 

meeting

Once a month, on 

2nd Tuesday of 

each month

Exchange ideas, 

collaborate, 

internal planning, 

prevention

Source: Copyright 2022 by Behnam Bakhshandeh.

Table 12.6 Important Communication Skills for Managers and People in Leadership 
Positions. Author’s Original Creation.

Important Communication Skills for Managers and People in Leadership Positions

# Skill Wisdom/Reason Actions

1 Listening Getting involved with the 

speaker actively and 

effectively

• Not interrupting

• Maintaining eye contact

• Paying attention to them

• Repeating their points

Skills, abilities, and communication competencies are among the most important elements 
in leadership positions that connect leaders with their people and maintain their relationships. 
Table 12.6 represents some important communication skills for managers and people in leader-
ship positions.
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Important Communication Skills for Managers and People in Leadership Positions

# Skill Wisdom/Reason Actions

2 Speaking Creating a safe space for 

communicating with 

others

• Speaking respectfully

• Maintaining eye contact

• Using non-threatening tone

• Managing body language

3 Inquiring Designing ideas and 

managing others’ 

understanding

• Creating a partnership inside questioning

• Empowering questions

• Asking tone versus accusing tone

• Giving credit away

4 Educating Increasing others’ 

knowledge and 

effectiveness

• Explaining context

• Giving information

• Promote unconventional education

• Engaging them in training

5 Checking
Reality

Identifying or confirming 

information

• Distinguishing story from reality

• Promoting facts versus interpretations

• Enforcing fact collecting before 

communicating

• Encouraging factual speaking versus 

emotional outbursts

6 Setting 
Expectations

Managing listening and 

actions in advance

• Asking several preliminary questions

• Setting a couple of rules for 

communication

• Speaking firmly about your desired 

outcome

• Expressing your commitments for results

7 Encouraging Supporting individual or 

team to perform

• Speaking from vision & mission

• Using “we” in communication versus “I”

• Supporting and implementing their ideas

• Getting into their projects with them

8 Motivating Providing leadership • Knowing them by name and 

acknowledging them

• Acknowledging their efforts and 

speaking about their future

• Taking away the failures and breakdowns

• Sharing their successes and triumphs

9 Coaching Causing improving 

performance

• Being a mentor for their needs

• Sharing your success factors with them

• Directing their efforts in a productive 

direction

• Providing distinctions and contexts

10 Negotiating Supporting mutually 

acceptable agreements

• Finding a happy middle for both parties

• Ensuring there will be no winners or 

losers

• Understanding their attachments

• Providing alternatives to their needs

(Continued)
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Key Takeaways

 1. Once we become more aware of our thinking, its process, the type of its designs and 
natures, and how it shapes and forms our thoughts and ultimately our actions, then we 
can do something about managing and altering them if we find it necessary, and useful 
to our lives and relationships (Seligman 2010; Bakhshandeh 2009; Biswas-Diener and 
Dean 2007).

 2. We have our inner chatter in our heads all the time—loud, judgmental, and unfriendly. We 
have this chatter about ourselves and everyone else around us, even about people or subjects 
far away from ourselves.

 3. Without communication, there is no effectiveness and productivity, no workability or team-
work. Teams work synchronized when they are communicating effectively.

 4. Many people think just because they can hear the speakers, then they have listened to them 
and understood what they were saying and got the intent of their messages. That is far from 
the truth.

 5. Active listening is a compelling skill, otherwise known as one of the major elements of 
developing soft skills, which is desired by many organizations and businesses and among 
populations.

 6. There are many filters in mindful, active listening and our effectiveness in receiving the 
intent of the speakers’ messages.

 7. Those in a leadership position must have powerful communication skills and competencies 
to communicate effectively with their followers or employees (Bakhshandeh 2002).

Important Communication Skills for Managers and People in Leadership Positions

# Skill Wisdom/Reason Actions

11 Resolving 
Conflict

Preventing disruptive 

effects

• Manage the emotions

• Speak in terms of equality and fairness

• Do not take sides, just facts

• Propose resolutions

12 Summarizing Reviewing the process 

and main points

• Recap the main elements of 

communication

• Ask them if the summary matches their 

view

• Ask them if they need to add anything 

else

• Complete the process and 

acknowledge the effort

13 Setting Up the 
Future

Setting up the next 

actions and plans

• Ask what they think their next steps 

should be

• Offer potential next steps

• Open an inquiry into what might 

become challenging

• Point out potential obstacles

Source: Copyright 2022 by Behnam Bakhshandeh.

Table 12.6 (Continued)
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List of Discussion Questions

 1. How do you rate yourself from 0 to 10 on your understanding of elements of effective 
communication?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?

 2. How do you rate yourself from 0 to 10 on your understanding of elements of active listening?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?

 3. How do you rate yourself from 0 to 10 on your understanding of barriers to effective com-
munication and active listening?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?

 4. How do you rate yourself from 0 to 10 on your skills and competencies of effective 
communication?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate?
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Chapter 13

Personal Effectiveness

Behnam Bakhshandeh

Overview

In this chapter, we look at how we see, relate to, and therefore perceive a world we have created 
around ourselves, which mostly causes suffering and ineffectiveness in our lives, at home or at 
work. Transformational coaching can cause awareness for individuals to see how they have cre-
ated a certain relationship to the world around them and has caused a negative impact in their 
effectiveness (Seligman (2010).

This chapter will cover these elements of such an experience:

 ◾ How we realize the way we relate to ourselves
 ◾ How we realize the way we relate to others
 ◾ How we realize the way we relate to work and working
 ◾ How we have created our own world
 ◾ How we recognize differences between operating from opinion versus opportunities
 ◾ How we develop practices for inventing and empowering new opportunities

Transforming Our Relationship to Ourselves, 
Others, and Productivity

In a position of leadership, not one of us can be effective and productive by having this negative 
image of ourselves, of others, of working, and of the environment in which we are living or working.

How Do We See and Relate to Ourselves?

In the last chapter, we learned to recognize our inner chatter and how we create distractive inner 
chatter about ourselves, others, and almost every other area of our lives that affects our relation-
ships at home, at work, and in society.

DOI: 10.4324/9781003304074-17

https://doi.org/10.4324/9781003304074-17


266 ◾ Transformational Coaching for Effective Leadership

If you notice, we are always here, there, and anywhere that some upsetting situations related 
to us are found. We are always on one side of upsets, disagreements, arguments, fights, or break-
downs in our lives, in anything we do, or anywhere we go, or with any decision we make. We are 
one of the parties involved. The way we view and relate to ourselves is the primary factor.

Let’s start from the first base, ourselves. The way we see ourselves. The following are examples 
of how people relate to themselves. These are the most common elements of self-relating that are at 
the source of ineffectiveness and suffering for many individuals (Bakhshandeh 2015; Bakhshandeh 
2009) (see Figure 13.1).

Enough—Not Enough

In many personal or professional situations or when opportunities arise, most of the time we are 
going to the “I am not . . .” faster than the “I am . . . !” Examples: “I am not good enough” or 
“I am not smart enough,” just fill in the blank. “I am . . . enough.” This way of viewing ourselves 
always holds us back from going after what we desire, such as events, jobs, or even a special 
relationship.

Figure 13.1 The World We Have Created for Ourselves.

Source: Bakhshandeh (2009, 181).
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Good—Bad

Some people always relate to themselves as bad or guilty of something. We cannot get them to see 
the good in themselves! To what degree are you bad in what you do or the way you talk or the way 
you think in your relationship to yourself? We always carry guilt, shame, and blame with ourselves 
because it is the way not to be responsible for the things we do or what we think.

Worthy—Not Worthy

This is the other thing we do to ourselves. “I am worth it” or “I am not worthy of that!” It is the 
other thing we create from guilt, shame, and blame. The funny thing is that you can see the con-
nection and relationship between these together when you say, “I am not enough of this so I am 
bad and not worthy of it.” Can you see that? We invent them to keep ourselves away from what we 
can do and who we can become.

Beautiful—Ugly

Do you wake up in the morning and see yourself in a mirror as an ugly person or as a beautiful 
person? Do you know that what you see in the mirror has nothing to do with your mind’s per-
ception of you in the mirror? I have seen so many beautiful, gorgeous, handsome, and attractive 
people who do not see themselves as fit, handsome, or beautiful.

Smart—Dumb

“I am smart to do this” or “I am smart to do that.” But we view ourselves as not smart enough to 
do something or complete a project. Do you know the percentage of high school dropouts? Do you 
know the number of people who do not complete their college education? Do you know people 
around you who do not complete their projects? Maybe because as soon as the going gets hard, 
they drop the ball because they are not relating to themselves as someone who can do it.

Disciplined—Lazy

This has become a big problem for companies because people will not complete their work, and 
they always have something to say about why they have not completed their job. Do you see your-
self as an organized and disciplined person or a lazy person? My only question is this. If you are 
organized and disciplined, why are your projects not getting completed on time?

Yes, you might be so happy and positive, read many positive-thinking books, and attended 
positive-being seminars, but you still relate to yourself in a certain way. That is the source of your 
ineffectiveness in life! That way of being is the source of your pain, and it is the conspiracy you have 
built to make sure that you continue to suffer. Access to the way of being that you have created 
for yourself is through the main criticism and complaint you have about yourself (Goleman 2015). 
This view is linked to so many things we have done, our experiences, and the ones we continue 
having. We are still dealing with it, maybe less than before, after having read so many books and 
attended so many self-realization seminars and classes! But we still deal with what we created—the 
way we see ourselves and the way we relate to ourselves.

Now, let’s see how you have criticized yourself through the years. Be true to the decision and 
tell it the way it is from the viewpoint of a young person or a teenager who made that decision and 
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just say it to yourself (Goleman 2015). When you make yourself wrong and judge yourself or when 
you are not generous and kind to yourself, what is the thing you are saying to yourself? What is that 
complaint you never let go of? That nasty and belittling comment you made about yourself and 
have been telling yourself? That fundamental criticism is the source of the way you see and relate 
to yourself.

As those committed to providing leadership in their positions, either at home or at work, it is 
vital to know how we relate to and view ourselves because this view influences how we relate and 
work with others.

How Do You See and Relate to Others?

Now that we are done with ourselves, we move on to the second base, others.
But wherever we go there are also others! We cannot avoid them even if we try! They are at 

home, at work, on the freeways, on the streets, in restaurants, and every other place (Seligman 
(2010). Our peace of mind and our effectiveness in life and relationships correlate to how we relate 
to others. We are all in this world together; we cannot live—or even exist—without other people! 
So, since we are all in this together, we better get used to it! As soon as we understand this, the 
sooner we can minimize our suffering and drama about who those “others” are and the way they 
relate to us (see Figure 13.1).

Even when we keep ourselves away from people, it is because we are dealing with them in our 
heads and having a dialogue with them via our inner chatter. Staying with this concept and in the 
style of the same approach we did in the previous section (the way you relate to yourself), we are 
ready to look at the ways we relate to others. As I mentioned, I am not committed these ways are 
the only ways we see other people, but when we complain and criticize others, we will relate to one, 
two, or more of these elements (Bakhshandeh 2015; Bakhshandeh 2009).

Enough—Not Enough

Do you see others as being enough of something? For example, are they smart enough for you, 
pretty enough for you, fast enough, or any other “enough”? As we all know, this is one of the most 
ineffective ways to deal with and view others.

With Me—Against Me

Do you relate to others based on how you perceive their position regarding you? You can see it 
starting from an early age during our elementary school years when we were picking our friends 
based on our feelings about whether they were with us or against us. Lots of people still choose 
their relationships, friendships, and even business decisions based on this feeling into adulthood.

Worthy—Not Worthy

Are these people worthy of you, your time, business, trust, or even your love? If the answer comes 
as a no, then they are gone, and we ignore who they are or what they say because they are not 
worthy of our time, attention, or anything else.
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Reliable—Sloppy

Can I rely on these people or not? Are they sloppy and unreliable in your view of them? This is 
another way we relate to other people and the ways we see them. Let’s not forget this is one of the 
biggest ways we choose who we will hire to work for us.

Trustworthy—Crafty

Can I trust them? Or are they crafty and shady? We look at others from this view also. You can 
see it in others’ eyes in any business meeting or first dinner date. They can see it in your eyes, too. 
The one-million-dollar question is if I can trust them.

Generous—Selfish

Are they generous? Are they giving? Are they practicing generosity with their time, love, money, 
attention, acknowledgment, and efforts? Or are they selfish with their attention, efforts, finance, 
intimacy, and sharing their thoughts or acknowledgments?

Safe—Not Safe

Are they safe or are they unsafe to be open with? Do you view others on whether you can be safe 
with them or not? If you do not trust them and they are not worthy of your time, it is predictable 
for you not to feel safe with them as friends, family, or business associates!

These are the forces that cause us to see others in a limited and already framed view. It is limit-
ing and disempowering to them and to ourselves, but that is not holding us back from doing that, 
or does it? Now, let’s write down the way you view others, and the way you criticize or complain 
about them. Use a simple language, short and to the point. How do you criticize others?

As we have mentioned before, for those who will provide leadership in their positions, either 
at home or at work, it is vital to know how we relate to and view others because this view has an 
influence on how we relate and work with others, especially when we are at a position to manage 
and oversee their productivity.

How Do You View Working in General?

The last piece is the way we relate to and see “working.” I am not talking about the work you do 
as your career or your business. I am talking about the whole concept of working and doing what 
you do every day to earn a living. I know some of you love what you do. So do I. But for a long 
time, working was something I had to do. It was difficult, and I did it “in order to.” Therefore, it 
is not about the work you do, but rather about how you relate to the work itself or the working. 
(Bakhshandeh 2015; Bakhshandeh 2009) (see Figure 13.1).

Hard—Easy

Do you see working as an easy thing to do or as a hard thing to do? I am not talking about the time 
you got a raise, and you were happy for a week, but then you got back to your hard work. Overall 
how do you relate to working?
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Hopeful—Resigned

Do you go to work with strong hope and motivation, or are you resigned about your future in what 
you do? Do you see your work or job as a bright future or something you are doing to get paid?

Happy—Unfulfilled

Do you go to work happy and excited, or are you going to your work, business, or job unhappy 
and unfulfilled, and you think there is no end to this?

Appreciated—Not Acknowledged

Do you see your working situation as something others understand and appreciate who you are 
and what you do, or are you dealing with the black clouds of “Nobody understands what I do” 
and/or “Nobody appreciates the hard work I do”?

Productive—Getting By

Are you being productive, and are you on time in what you do, or do you just get by every day and 
look forward to the weekends? Do you relate to your job or work as a way to be productive, or is 
it just another thing to do?

Love To—Have To

Do you see the work you do as something you love to do or something you have to do?

Passionate—Just a Job

Do you wake up in the morning and cannot wait to go to work because it is your passion, or is it 
just another job?

I promise you I am not trying to look at the negative part of working only, but in my long 
career of working, I have observed that about eight out of ten people are not happy and fulfilled 
with what they do for work! Look for yourself and tell the truth. You might love what you do now, 
but once, you were looking for a job you would have loved to do. Why? You were looking at what 
you did as something you did not like and made you unhappy. That way of being is still in you. 
You are still trying not to go back to what you did not like.

You can live your life based on “Not failing,” or you can live your life based on “Succeed-
ing.” You would be amazed to see that you can produce the same results but definitely have 
two different life experiences while you are doing it.

(Bakhshandeh 2009, 168)

How Do You See the World Around You?

Now that you get how your criticisms of yourself, others, and what you do are affecting you, you 
can also see that you have perceived and created a particular “world” around you that does not 
support your potential, productivity, and effectiveness (Whitmore 2017). When I  talk about a 
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world, I am not talking about the world as a planet. I am talking about an environment, a cre-
ated and invented space, in which you could continue complaining and eventually not being 
responsible for the quality of your life, your communications, and the relationships you could have 
personally and professionally.

Let’s look at this perceived, invented, and created world:

Safe—Dangerous

Is this world safe, or have you created an unsafe and dangerous world for yourself? Do you relate 
to the space around you as safe or unsafe?

Responsible—“It’s Not My Fault”

Do you relate to your life and the world you have created as your being responsible for the results 
of your life, or are you blaming other people or other circumstances for the results of your life?

Full of Joy—“Have to Make It”

Do you enjoy the world you created, or do you have to make it in this world of yours? Do you wake 
up to a world of joy, or do you wake up to a world of suffering?

Contribution—“They Owe Me”

Have you built a world in which you can contribute to others, and others are a contribution to you? 
Or have you created a world in which others owe you something because you are here?

“I Love What I Have”—“It Is Not Fair”

Do you live in a world in which you love to live, you love what you do, and you enjoy what you 
have? Or in your world, are things or others not fair?

Accountable—“They Don’t Know My Sorrow”

Are you accountable for what you want, and are you getting what you want in your world? Or do 
you complain nobody knows what kind of life and trials you have gone through?

Opportunity—Resignation

Finally, have you created and invented a world for yourself that is full of opportunities and joy? Or 
have you built a world in which nothing is attainable, nobody is good enough, no one understands 
you, and in which you are the victim?

Do you wake up in this world you created where anything is viable and where you plan your 
day, your month, or your year because you know you are the only one responsible for creating this 
world every day? Are you waking up to “What am I going to do now? It is hard, it is not fair,” or 
are you waking up to “What am I going to do now? What am I going to build to bring me one 
step closer to my dream? How am I going to contribute to others around me today?” Write down 
the way you criticize the world around you.
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We Have a Choice

We become what we repeatedly do. We can choose excellence as a way of being and practice it as a 
way of living. If we do, it becomes a habit. However, we complain as a way of being and a way of 
living. When you stop complaining, you will have time and energy for anything! (Seligman 2002).

I had people around me who complained about everything and everyone. I know one person who 
could find no one or anything that would make her happy. She changed five offices in five locations in 
one company because the manager was “not fair, jealous, and did not understand her.” Five in a row! 
Five jobs within seven or eight years! All these moves happened back-to-back, but each time I asked her 
to look at the problem, she brought it to my attention that the problem was not her but her manager. 
Finally, I told her, “I think that manager keeps following you and keeps quitting her job to keep bug-
ging you!” This is a good example of someone creating her own world to be a certain way, and she keeps 
suffering in that created world. No manager will ever show up as understanding and fair. However, the 
person who suffers most is her. I call this phenomenon “drinking poison and wishing for others to die.”

We walk around saying, “It should be this way” or “It should not be that way,” or we say, 
“They should be this way” or “They should not be that way.” “Should” and “shouldn’t” are all over 
everything and everyone. We start from ourselves and apply it to everyone and everything. What 
do we get from doing that to ourselves and others? We get to justify our lack of happiness and 
satisfaction! I call it, “Shoulding all over ourselves!” There is nothing in these complaints, but they 
keep us away from having a life we love. Go after what you want and what you dream about; just 
do not complain about the process. Deal with the issues in the way they are or are not. Deal with 
them, resolve them, and move in a forward direction (Bakhshandeh 2009).

I put everything we talked about into Figure 13.2 so you can see it all together to help you to 
understand the relevance. As you can see, you and I have created this world for ourselves. We have 

Figure 13.2 What We Have Created is Affecting Our Productivity, Effectiveness, and Peace of Mind.

Source: Bakhshandeh (2009, 185).
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invented this to protect ourselves, and then we forget that we have done that, and we blame oth-
ers for our suffering and ineffectiveness! We are like liars who forget that we lied to ourselves. We 
continue to suffer and cause our own suffering and ineffectiveness.

This conspiracy of lying and believing our lies keeps us from being productive in our busi-
nesses, careers, jobs, or leadership positions. It keeps us from being productive in our home and 
our hobbies and life in general, while it takes away our peace of mind in relationship to ourselves, 
to others, and to life itself.

Take your time and answer the questions in Table 13.1. These questions assist your self-inquiry 
in maintaining an understanding of your self-realization pertaining to the preceding section on 
how you relating to and view yourself, others, what you do, and the perceived world you have cre-
ated because of such mindsets and self-viewings.

Opinion or Possibilities for Opportunity

The key inquiries in this section are these questions: How do you play in life? Opinion or 
Opportunity? Are you living your life based on what you know as your opinions collected over the 
years or are you forming possibilities around your life and relationships with others as you build 
opportunities? Do you understand the dynamics of how you play in life, including at work? Are 
you on the field of life and playing it fully, or are you watching from the stands? This is an onto-
logical inquiry into one’s nature of being (Bakhshandeh 2009).

Table 13.1 Self-Inquiry Questions for Maintaining Self-Realizations. Author’s Original 
Creation.

Self-Inquiry Questions for Maintaining Self-Realizations

# Inquiries Your Answers

1 The ways I criticize and complain about myself are:

2 The ways I criticize and complain about others are:

3 The ways I criticize and complain about working are:

4 The ways I criticize and complain about the words I have created for 

myself are:

5 What I gain by holding on to these complaints and criticisms are:

6 My excuses and reasons for holding on to these complaints and 

criticisms have been:

7 How and where did I learn to use these excuses and reasons:

8 What I lose by holding on to these complaints and criticisms are:

9 What I have realized about myself out of this process are:

10 What I promise myself about what I realized is:

11 Who I am going to BE to keep my promises to myself are:

12 What I am willing to DO to keep my promises to myself are:

13 Who I will discuss my realizations with are:

Source: Copyright 2022 by Behnam Bakhshandeh.
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We participate in our lives in a certain way. We can also say there is a way that we play in 
life. The way you have played in the same way you participate in your personal life or your 
job and business.

(Bakhshandeh 2009, 49)

In this section, you will see when and how you play or if it is safe to play or not. You can imag-
ine when you and someone close to you, either at home or at work, like a teammate, are talking 
about various topics, particularly when the topic is sensitive like when pushing your side of the 
conversation, trying to make your points because you know you are right! (Bakhshandeh 2009). 
In this conversation, you need to put aside your knowledge, experiences, and evidence or your 
education to understand this unique experience. Start from “not knowing” and listen as you are 
open to a new way of being.

Opinion

I want you to get present to the inner chatter you have with yourself all the time. You know what 
I am talking about! The voice speaking for you before you open your mouth to talk. That voice 
that most of the time is belittling, condescending, and, overall, a negative dialog with yourself. 
That is your inner chatter! That voice is deciding for you before you think. It makes judgments 
against everyone around you, at home, or at work, including judgments about yourself! I  bet 
even as you are reading this, the same inner chatter is determining if you are receiving value from 
reading this part. Your inner chatter is doing the precise same process to your relationships with 
personal and professional people in your life, including your teammates. How? By dwelling and 
participating in these domains when others are talking to you, such as “I agree with it. . . . I dis-
agree with it. . . .” or “I know all this. . . . I did not know this. . . .” or “This is right. . .. This is not 
right; it is wrong. . . .” or “This is bad; it is not good. . . . This is good. . . .”

Figure 13.3 The Domain of Opinion.

Source: Adapted from Bakhshandeh (2009, 53).
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This is what I call the domain of “opinion” with four cornerstones of (1) agree or disagree, 
(2) right or wrong, (3) true or false, and (4) good or bad (see Figure 13.3). In any moment, we 
listen to conversations from one, two, or all these opinionated areas, at home, at work, and when 
working as a team (Bakhshandeh 2009).

Red Flags of Opinion

The time during which we run by our opinions and its expressions, we are not engaging the per-
sons we are talking to or the topic at hand; we are involved in our opinions. What I call “red flags” 
are some states of being that we all have to be mindful of to help us identify when we are in the 
domain of opinion (Bakhshandeh 2009). Bakhshandeh (2009) explained,

We are not aware of our own state of being! Being for a human is like water for fish or air for 
birds. Fish are not aware of their existence in water, nor do birds have any idea that they are 
flying in something called air! Being is the exact same way for us!

(55)

We can recognize our state of being when we are in the domain of “opinion” by being aware of the 
following, either at home or at work with our colleagues and teammates:

 ◾ Talking about ideas and goals with no plan of action.
 ◾ Making fast decisions without considering other alternatives.
 ◾ Drawing immediate conclusions about situations.
 ◾ Not getting involved with correcting situations and complaining about it.
 ◾ Listening to your inner chatter and not being aware of surrounding conversations.
 ◾ Always being in a hurry for something without stopping to get organized.
 ◾ Not being constructive but having an opinion about how others should play!
 ◾ Knowing everything about everything and everyone without considering you might not 

know!

The preceding red flags indicate that you are playing at the sidelines while running your opinions 
about people and topics (Bakhshandeh 2009).

What Is “in” It for You?

In typical cases, we will do nothing in life or at work with no payoff, payback, or compensation. 
It could be as simple as feeling self-satisfaction and doing out of the goodness of our hearts or as 
official as a paycheck and payment. So, in this situation, there is something in it for us to keep 
playing in the domain of “opinion” and keeping ourselves on the sidelines of life and work. What 
is it? What is the attraction? Let’s consider the following ontological and psychological payoffs to 
us running our opinions:

 ◾ Being right about our view, idea, or position (being right differs from being correct).
 ◾ Making others wrong because they do not agree with us.
 ◾ Taking a position and digging in our heels about being right.
 ◾ Justifying ourselves and our attitude or behavior because we were right.
 ◾ Invalidating others in conversations to justify our attitude and behavior.
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 ◾ Sticking to our ways and not giving any consideration.
 ◾ Being closed and not being open to others’ ideas and viewpoints.
 ◾ Nothing new! My way or the highway!

(Bakhshandeh 2009)

Possibilities for Opportunities

What else is possible? Like anything in life, there are always alternatives. What alternative do we 
have for playing and participating in personal and professional aspects of our lives besides being on 
the sidelines? The other powerful option is the possibility of creating opportunities to recognize, 
be aware, manage and turn that destructive inner chatter around and direct your views to differ-
ent but constructive, collaborative, and productive directions on the “opportunity” side, such as:

 ◾ Knowledge. Is it possible to learn something new from others?
 ◾ Contribution. Are we open to being contributed to, and allowing others to teach us some-

thing new?
 ◾ Consideration. Can we consider other ideas and viewpoints as valid as ours?
 ◾ Openness. Can we open the gates of our minds and allow possibilities to enter?
 ◾ Application. Can we apply new ways to see what would come out of it?
 ◾ Inquiry. Are we looking for short and speedy answers versus having open-minded inquiries?
 ◾ Values. Are we looking for new values or sticking to what we know already?
 ◾ Coachability. Are we coachable, or resisting and avoiding others’ dominations?

The four main corners of the “opportunity” domain are (1) knowledge, (2) contribution, (3) con-
sideration, and (4) inquiry (Bakhshandeh 2009) (see Figure 13.4).

Figure 13.4 The Domain of Opportunity.

Source: Adapted from Bakhshandeh (2009, 81).
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Evidence of Playing for Opportunity

Now we have two options in the way we are playing in all aspects of our lives: opinions or oppor-
tunities. Neither domain is better than the other; they are just different domains with different 
consequences; one has us on the sidelines of our lives, and the other has us on the field of the game 
of life, personally and professionally. But how do we know we are in our lives? What signs and 
evidence indicate that we are on the field?

Let’s look at these indications or actions that would be recognizable to us as we are playing on 
the field (Bakhshandeh 2009):

 ◾ Taking it on, whatever it is; however it is, we are playing and are engaged.
 ◾ Having compassion for people with whom we are engaging, their style of learning, and 

understanding.
 ◾ Having patience with people during conversations and inquiries.
 ◾ Getting involved where we can make a difference.
 ◾ Looking for resolutions and solutions for moving issues in a forward motion.
 ◾ Playing full out and playing as team members with no expectations.
 ◾ Looking at the bigger picture in all engagements, discussions, and conversations.
 ◾ Knowing we don’t know everything about everything and everyone. Get to know others.

(Bakhshandeh 2009)

What Are We Gaining Playing on the Field?

There are again some benefits and payoffs for us to play on the field. What would we accomplish 
by playing this way on the field and the domain of opportunity? Where are the benefits of playing 
on the field of opportunity? We have these opportunities:

 ◾ Learn something new, even about something that we thought we knew.
 ◾ Be open to other views and how they see what we see, without resistance.
 ◾ Learn how to listen to others, without judgment and pre-notions.
 ◾ Learn how to speak to other viewpoints and be effective with them.
 ◾ Gain more respect for ourselves and for others.
 ◾ Build strong relationships, connections, and friendships.
 ◾ Develop a deeper understanding, compassion, and patience with others.
 ◾ Have peace of mind and freedom to be at ease with ourselves and others.

(Bakhshandeh 2009)

The Domain of Opportunity versus Domain of Despair

Reading, applying, and practicing the preceding process assists us in understanding our mindset 
and potential of self-awareness and get present with others’ mindsets and behaviors (Levi 2017). 
I hope some may feel inspired by seeing possibilities for opportunities and motivated to adopt this 
way of thinking and self-examination. That negative inner chatter should be in check so control 
of attitude and behavior is in check while interacting with others either at home or at work with 
colleagues and teammates.
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That is one of the greatest characteristics of self-awareness and understanding of one’s being, 
which can be called the domain of opportunity. As this new domain arises (see Figure 13.5) 
and people get present with it, they will feel the possibility of opportunities of being differ-
ent and doing something new and powerful. It becomes something so inspiring that it scares 
them within, something that makes a difference for themselves and others, something that moti-
vates them to do or to say because it is a part of who they are and motivates them into action 
(Bakhshandeh 2009).

Unfortunately, as soon as the domain of opportunity arises in the heart and mind, another 
domain immediately appears along with it and tries to cover it up. It is as powerful as the domain 
of opportunity itself. This is called the domain of despair (see Figure 13.6). As soon as opportuni-
ties arise, accompanied by inspiration and motivation, self-doubt and despair creep in, causing 
hesitation and resignation about any chances for success (Bakhshandeh 2009).

Many have seen and felt this domain during team meetings and decision-making processes. 
This domain has the power to take over the domain of opportunity and potentially suppress it. 

Figure 13.5 The Domain of Opportunity.

Source: Bakhshandeh (2009, 272).
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This domain of despair is something to be aware of because it will crawl in and take over any pos-
sibilities and opportunities that would arise for the good of individuals and teams. It is essential 
to be aware of this phenomenon during any teambuilding processes or team collaboration and 
communication.

“Resignation and despair are so deep within us that possibility and inspiration have no 
chance to shine for long unless someone stands firm and commits to turning all those pos-
sibilities into realities” (Bakhshandeh 2009, 275). Daily awareness and inspiration are ways 
to protect any opportunities and invent new practices and ultimately make them real. It is 
proven that most individuals keep plugging their power into what they know from the past 
and their older practices. Basically, they continue to do something they are comfortable 
with and have done before, not something new, which is most uncomfortable (Bakhshandeh 
2009).

Basically, coming up with new practices that would keep the domain of opportunity up front 
and center will eclipse the domain of despair, thus reinforcing new mindsets.

Inventing New Empowering Practices for New Opportunities

Table 13.2 represents a strategy to invent new practices while eliminating old practices to empower 
the implementation of new opportunities. With your team or among individuals, look for what is 
in the way of being more effective, productive, cohesive, and communicative, or about any other 
issues in effectiveness and higher performance, individually or as a team (Rothwell et al. 2021; 
Kold 2011).

Figure 13.6 The Domain of Despair.

Source: Bakhshandeh (2009, 273).
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Table 13.2 Practices for Inventing and Empowering New Opportunities.

Practices for Inventing and Empowering New Opportunities

Instructions: Conduct a brainstorming session with your team (or any individual) and look at all 

potential opportunities in your productivity and effectiveness.

1.  Name these opportunities and write them in the left column. Select a fun and relevant 

name.

2.  Invent at least three new practices that would support the growth of these opportunities 

and guarantees the healthy implementation of such practices. Write them on the middle 

column.

3.  Select elimination of at least three old practices that by doing, you can help the growth of 

new practices. Write them in the right column.

Opportunities Invented New Practices Eliminated Old Practices

1st 1. 1.

2. 2.

3. 3.

2nd 1. 1.

2. 2.

3. 3.

3rd 1. 1.

2. 2.

3. 3.

4th 1. 1.

2. 2.

3. 3.

Source: Adapted from Rothwell et al. (2021, 169).
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Key Takeaways

 1. By recognizing how we view and relate to ourselves, others, and the concept of working and 
productivity, we can transform our view of personal effectiveness and relationships.

 2. The world and the environment we have created for ourselves result from how we relate to 
ourselves, others, and work. We have a choice to continue our limited and negative views 
or transform them into realistic and responsible ways to exist and perform in personal and 
professional aspects of our lives.

 3. We always play in life from either our opinions or possibilities for creating new opportunities.
 4. It is up to us to invent new and empowering practices for new opportunities in our lives, 

personally and professionally. This action becomes our personal responsibility for having 
effectiveness, productivity, and peace of mind.

List of Discussion Questions

 1. How do you rate yourself from 0 to 10 on your understanding of elements of personal 
effectiveness?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?

 2. How do you rate yourself from 0 to 10 on your answers to the self-inquiry questions for 
maintaining self-realizations?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?

 3. How do you rate yourself from 0 to 10 on your understanding of elements of opinion versus 
opportunities?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?
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DEVELOPING  

EMOTIONAL  

INTELLIGENCE, 

ASSERTIVENESS, RESILIENCE, 

AND POWER OF INQUIRY 

FOR SHIFTING PARADIGMS 

IN LEADERSHIP

Training individuals and teams in emotional intelligence, assertiveness, and resilience are some 
of the proposed training and development elements that will support organizations on improving 
awareness among individuals and teams while working on their leadership competencies. Part V 
covers elements of developing individuals and teams on emotional intelligence, assertiveness, and 
resilience through the process of transformational coaching.

Chapter 14. Emotional Intelligence Competencies 
and Effective Leadership Paradigm

Chapter 14 defines emotional intelligence, paradigms, paradigm shifts, and the role of emotional 
intelligence in paradigm shifts and effective leadership.

V
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Chapter 15. Developing Assertiveness and Resilience

What is assertiveness and assertive behavior? Developing assertiveness and resilience through 
transformational coaching—topics covered in Chapter 15.

Chapter 16. Opening Powerful Inquiries

Chapter 16 discusses the characteristics of empowering questions, how to ask empowering ques-
tions, and how to turn inquiries to action plans.
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Chapter 14

Emotional Intelligence 
Competencies and Effective 
Leadership Paradigm

Behnam Bakhshandeh

Overview

Based on reviewing the relevant themes in organizations and their managements’ interest in 
training and developing their employees on effective leadership, we look at emotional intelli-
gence (EI) as one of the proposed training modules that positively supports the organizations 
on developing awareness among their employees while training them in leadership competencies 
(Bakhshandeh 2021).

Emotional intelligence competencies’ training and development cover many elements of lead-
ership rooted in every aspect of emotional intelligence. Such a program can spur leadership devel-
opment among employees and in all levels of management. It can also shift present paradigms by 
raising production levels on awareness, understanding, and implementation of effective leadership.

Competencies as a mixture of a measurable and observable assortment of knowledge, skills, 
attitudes, and behaviors (KSABs) can assist individuals in performing better at work while attain-
ing their goals (Donahue 2018). Competency-based evaluations are becoming a common applica-
tion among organizations for evaluating their employees’ preparation and execution of their jobs 
and overall successes in their accountabilities. “Thus, the level at which a person can demonstrate 
specific competencies will impact how valuable the person will be to an employer” (Donahue 
2018, 21).

However, using EI competency-based evaluation and implementing training associated with 
developing leadership skills is practical and relevant to improving the presence and use of such 
skills by the employees.

DOI: 10.4324/9781003304074-19
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This chapter will cover these elements:

 ◾ What is paradigm and paradigm shift?
 ◾ Emotional intelligence and paradigm shift
 ◾ How do we define emotional intelligence?
 ◾ Emotional intelligence leadership
 ◾ Four emotional intelligence clusters and related competencies
 ◾ Self-examination and self-evaluation rating

What Is a Paradigm?

Paradigms represent a set of rules and guidelines we have built based on patterns of thoughts, 
feelings, and behaviors we have constructed based on what we have learned or experienced. These 
patterns are used to determine personal and professional boundaries, make us come to conclusions 
about someone or something, and point us to resolutions on how to resolve problems.

Let’s look at some definitions and descriptions of paradigms among people and businesses:

 ◾ “Accepted samples of practical method in science” (Kuhn 1962, n.p.).
 ◾ “Universally recognized scientific achievements that for a time provide model problems and 

solutions to a community of practitioners” (Kuhn 1974, n.p.).
 ◾ “A paradigm is a shared set of assumed facts. The paradigm is the way we perceive the world, 

water to the fish. The paradigm explains the world to us and helps us to predict its behavior. 
When we are in the middle of a paradigm, it is difficult to imagine any other paradigm” 
(Smith 1975, 20).

Someone’s paradigm results from mental and emotional conditioning with deep roots in their 
family, social, and professional experiences. This rigid pattern of experiences impacts the way 
they think and feel, which directly influences how they are being and what they are doing (see 
Figures 14.1 and 14.2).

Figure 14.1 represents a good example of someone in a leadership position with a limited and 
fixed thinking pattern about the people under them. Yet, that is the paradigm they are in about 
their people.

What Is a Paradigm Shift?

We can think of a paradigm shift as altering our way of thinking or feeling about someone or 
something, usually for a better or more effective or productive one. It is a transformation of a 
mindset and perspective that can have a revolutionary change on someone’s behavior. However, it 
doesn’t happen by itself, but rather is assisted by a change agent, such as a transformational coach.

Merriam-Webster dictionary defines Paradigm Shift as “An important change that happens 
when the usual way of thinking about or doing something is replaced by a new and different way. 
This discovery will bring about a paradigm shift  in our understanding of evolution” (Merriam-
Webster 2020). Thakkar (2020) describes a paradigm shift as “A fundamental change in approach 
or underlying assumptions” (13).
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Figure 14.1 Example of Fixed Paradigm.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.

Figure 14.2 Elements of a Paradigm Shift.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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Figure 14.2 displays the positive impact of the paradigm shift of developing effective leader-
ship among individuals in both personal and professional settings.

For the paradigm shift to be sustainable and effective, one needs to implement changes in 
both the being and doing domains. The primary change is in the domain of being, which positively 
affects the subjects’ mindsets, thus reflecting on their attitudes and perceptions of their environ-
ments, which ultimately have a positive impact on their behaviors. These are important elements 
of effective leadership. People’s mindsets can be influenced and polluted by their biases, opinions, 
and even prejudices.

The domain of doing comes next. This stage involves the interest in learning and adding to 
one’s knowledge of what they are doing, developing skills on how to work with others and how to 
relate to different people, to understand diversity and differences among people, how to build up 
skills on effective communication and active listening and to develop abilities to be with upsetting 
or uncomfortable situations.

Emotional Intelligence and Paradigm Shift

To increase our understanding of emotional intelligence, we must understand how paradigms 
affect our perceptions and our experience of the world, as well as the perceived world we have cre-
ated. (We refer you back to Chapter 13 and Figures 13.1 and 13.2.)

As we have established, a paradigm is a mental and emotional screen beyond our life experi-
ences and biases and our attachments to our views and opinions of people and the world and the 
meanings we add to people’s behaviors and communications (Bakhshandeh 2009). Paradigms are 
created by our fundamental beliefs that influence our decision-making process and relationships 
(Grossman 2019). It is important to mention here we are not confined to only one type of para-
digm. Depending on our situations, who we are with, or what we are doing, we might go from one 
paradigm to another at a different stage of our lives (Grossman 2019).

Presence of Emotional Intelligence in Organizations

We have talked about emotional intelligence and its related meaning and definitions in Chapter 8, 
under Emotional Intelligence Coaching (please go back and review the main elements of 
Chapter 8). In this segment, we look at EI from different angles, particularly from competency-
based leadership.

The concept of EI was actually raised at the beginning of the twentieth century. Emotional 
intelligence is crucial for developing a strong mindset, relationships, resilience, and communica-
tion that all individuals, teams, and organizations can benefit from and use. EI contains a set of 
soft skills that offer individuals some inner wisdom to adjust to life circumstances, either personal 
or professional, good or bad, expected or unexpected, and keeps us centered and focused on who 
we must be and what we have to do to resolve them.

Is EI Nature or Nurture?

As human beings, we are all born with a brain supported by a system influenced by feelings and 
emotions, and we depend on the nature aspect of EI. However, at the same time, as we grow into 
adulthood and professional positions, we need to nurture our EI with training and development. 
On one hand, it is a nature’s gift, and it is a nurture’s skill (Connors 2020). We need to learn what 
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to pay attention to, and what we need to get rid of, to be more effective and influential; that is how 
to develop skills and competencies.

Interestingly enough, both organization development literature (HBR 2017; Rothwell 
et al. 2016; Rothwell 2015; Cummings and Worley 2015) and emotional intelligence literature 
(Goleman 2015; Goleman 2014; Clarke 2006; Goleman 1998) suggested that EI is consumed by 
both nature and nurture. According to the HBR (2017), emotional intelligence is a mixture of 
several ingredients:

 1. Genetic predisposition
 2. Overall personality
 3. Professional life experience
 4. Some old-fashioned training

(Bakhshandeh 2021)

When consciously and intentionally utilizing and implementing EI, competency-based training 
and development encourage organizations, their management, and their employees to achieve 
exceptional performance (HBR 2017). In many shapes and forms, our emotions directly affect 
our mindset, which rules our daily lives. We all make fast decisions or draw immediate conclu-
sions based on what we feel or emotions we experience at that time such as sadness, anger, hap-
piness, frustration, or any other emotions; with that, unconsciously, we choose responses based 
on the emotions we are intensifying (Bakhshandeh 2015; Hockenbury and Hockenbury 2007). 
Developing our understanding of EI and its clusters and their competencies helps us to make a 
conscious decision and shifts our mental and emotional paradigms.

Emotional Intelligence Leadership

The positive influence of emotional intelligence in creating effective leadership is neither a craze 
nor positive thinking but rather a researched and studied concept. The top organizations around 
the globe base their hiring for leadership positions on an emotional intelligence-based evaluation. 
“We’ll delve into the pillars that comprise emotional intelligence and describe how you can use 
them to become a highly successful, influential leader” (Connors 2020, 13).

One of the primary steps to developing emotionally intelligent leadership is to identify with 
the main elements of EI leadership (see Figure 14.3):

 1. Self-awareness
 2. Social awareness
 3. Self-regulation
 4. Relationship management

In this segment, we categorize these four EI cornerstones and their related competencies, which we 
have briefly mentioned in Chapter 8.
According to Handley (2017), the topic and concept of emotional intelligence have been researched 
in two approaches:

 1. The mental ability model, and
 2. The mixed model, which includes many competencies such as motivation, traits, and skills.
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In this chapter, we recommend the mixed model for training and developing employees for the 
EI skills. Handley (2017) Boyatzis and Sala (2004) analytically investigated EI competencies 
and determined the following four competency clusters: (1) self-awareness, (2) self-regulation, (3) 
social awareness, and (4) relationship management to be impactful on developing EI leadership 
(see Figure 14.4).

It is vital for business owners or organization leaders to offer their employees training and 
development in a mixed model of emotional intelligence knowledge, skills, and competencies 
that would contribute not only to their employees’ development but also to their leadership and 
managerial skills. A variety of these qualities already exists in individuals who understand and 
practice these emotional intelligence clusters and competencies (Bakhshandeh 2021). In this seg-
ment, under Figure 14.4, we display at least four positive competencies under each of the four 
chosen EI clusters.

Figure 14.3 Role of Emotional Intelligence in Effective Leadership.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.
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Self-Awareness

The first element and key opening for Emotional intelligence is self-awareness. Self-awareness 
is the individuals’ understanding of themselves and utilizing that understanding to learn and 
expand their mind to improve and grow, personally and professionally. This first step is the most 
challenging element of emotional intelligence to grasp since it is difficult to genuinely know our-
selves and authentically own our motivations for why we are some way and doing something 
(Connors 2020).

We always rush to point others’ shortcomings and somehow put their errors under a micro-
scope and analyze what is wrong with them and how they should be fixed. However, it is much 
harder for us to look in the mirror to see and acknowledge our own shortcomings and errors in 
our mindsets, attitudes, and behaviors. “The most significant leadership work requires that we 
look inward at what we need to improve in ourselves and solicit feedback from people we trust and 
respect to inform us of how we lead, and how it impacts their lives” (Connors 2020, 15).

Self-awareness gives us access to mindful self-reflection to observe our thoughts and actions, 
toward ourselves and others. It would shed light on our impulsive thoughts and actions and reveal 
the consequences of such thoughts and actions (Bakhshandeh 2021).

Self-awareness is the capacity to identify and understand our emotions, temperaments, and 
motives and the awareness of our impact on other people. There are many valuable qualities 
and competencies referenced to self-awareness, but in this segment we review four of the many 

Figure 14.4 Emotional Intelligence Clusters and Competencies and Their Relevancy to Effective 
Leadership.

Source: Adapted from Bakhshandeh (2021, 337).
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qualities and competencies of someone with self-awareness (see Figure 14.4) (Bakhshandeh 2021; 
Hockenbury and Hockenbury 2007).

Emotional Awareness

This refers to the understanding and knowledge of the individuals’ nature of their emotions and 
what emotions they feel. According to the Merriam-Webster Dictionary, emotion is “a conscious 
mental reaction (such as anger or fear) subjectively experienced as a strong feeling usually directed 
toward a specific object and typically accompanied by physiological and behavioral changes in 
the body.” The Oxford Dictionary defines emotion as “a strong feeling deriving from one’s cir-
cumstances, mood, or relationships with others.” As it is displayed in both dictionary definitions, 
those notions are associated with one’s feelings in a particular way. Some attributes of people with 
emotional awareness are (1) concerning others’ feelings, (2) realizing misunderstandings, and (3) 
operating based on trust (Bakhshandeh 2021; Goleman 2015; Stevens 2009).

Self-Control

One critical skill requisite for having and applying emotional intelligence is the individuals’ capac-
ity to channel their emotions instead of to push them down or to force them out (Wayne 2019). 
Emotions are a big part of the human psyche intended to notify us that there is something to pay 
attention to. How people react to the topic that their emotions point to in order to pay attention 
is to decide the level of importance of such subject matter and choose an appropriate and relevant 
course of action to address the topic (Goleman 1998). “There are no good or bad emotions; there 
are only good or bad responses to emotions” (Wayne 2019, 98). This way, people’s reactions to 
their emotions are not impulsive. Stevens (2009) pointed out, “Self-control works to increase the 
process of rational thinking under pressure actively and is meant to encourage and boost produc-
tive actions” (45). Some attributes of people with self-control are (1) not making impulsive deci-
sions, (2) controlling their behaviors, and (3) possessing conscientiousness (Bakhshandeh 2021; 
Wayne 2019; Goleman 2014).

Self-Assessment

Self-assessment provides awareness into individuals’ actual comprehension of a set of knowledge, 
skills, and competencies that can provide insights to detect gaps in their area of expertise and 
knowledge (Goleman 2015). In the same context, the University of Reading (2021) reflected on 
an important distinction regarding student self-assessment as “assessment methods [that] only 
measure students’ ability to regurgitate knowledge, not how well they understand the topic. Self-
assessment can provide insight into students’ true comprehension and can help to identify gaps 
in students’ knowledge” (The University of Reading 2021). As an important element of creating 
a feasible and comprehensive self-assessment, some organizations allow some degree of individual 
engagement in the design, redesign, and development of assessment criteria. This approach creates 
a more comprehensive and relevant self-assessment with a higher level of trustworthiness and rel-
evancy. Some attributes of people who apply self-assessment are (1) monitoring their learning, (2) 
monitoring their goals’ progress, and (3) conducting self-efficacy (Bakhshandeh 2021; Goleman 
2015; Cummings and Worley 2015).
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Intrapersonal Skills

This is the ability of people to distinguish and understand their thoughts, emotions, and feel-
ings. It is a skill for planning and directing their personal and professional lives (Rothwell 2015; 
Cummings and Worley 2015). Individuals with intrapersonal skills are proficient at looking 
within, inquiring inward, and sounding out their own feelings, emotions, motivations, and 
objectives. They are characteristically contemplative and thoughtful; by analyzing themselves, 
they seek self-understanding. Individuals with intrapersonal skills are intuitive and generally 
introverted. They mostly learn autonomously and through reflection (Shek and Lin 2015). 
“Intrapersonal competencies form the foundation of individuals’ development, and they are fun-
damental qualities of leadership competencies” (Shek and Lin 2015, 255). Some attributes of 
people with intrapersonal skills are (1) appreciation for themselves, (2) awareness of their agenda, 
and (3) elimination of distractions (Bakhshandeh 2021; Shek and Lin 2015, Rothwell 2015; 
Cummings and Worley 2015).

Self-Regulation

Self-regulation displays itself when people hold themselves accountable for their positive or nega-
tive emotions and understand how to manage them in a healthy way in private or public settings. 
These self-regulation mindsets and behaviors impact all aspects of their personal lives and profes-
sional work. “Excellent self-managers are flexible, organized, and adept at managing their time. 
They honor the plans they set forth for their day, knowing when to shift course and analyze chang-
ing information and emotions” (Connors 2020, 20).

Leaders who understand their emotional intelligence are aware of adjusting to adversity and 
being adaptive to different situations, such as a breakdown in production, employee turnover, 
different team dynamics, or even loss of market share. They face difficulties with confidence and 
audacity that inspire their people (Connors 2020).

Self-regulation is the ability to recognize and redirect our distracting impulses and tem-
peraments with a tendency to defer immediate judgment and to apply considerations before 
acting against others (Bakhshandeh 2021; Hockenbury and Hockenbury 2007). The qualities 
and competencies referenced to self-regulation include but are not limited to the following (see 
Figure 14.4):

Emotional Balance

Emotional balance is people’s state of being mindful of their emotions and their ability to ade-
quately handle them sensibly and gently. Being emotionally out of balance is caused by either not 
allowing themselves to experience their feelings when they arise and then discarding and suppress-
ing them or being firmly attached to such feelings and being consumed by them (Goleman 2015; 
Goleman 1998). It arises when individuals permit themselves to feel the emotions that occur on 
the surface without feeling restrained or overwhelmed by them. Those who possess this balance 
learn about feelings and accept them with no judgment but act on them in responsible ways. Some 
attributes of people with emotional balance are (1) accurately identifying their emotions, (2) being 
mindful of their emotions, and (3) managing impulse emotions (Bakhshandeh 2021; Goleman 
2015; Goleman 1998).
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Adaptability

Adaptability refers to the degree of strictness and harshness on individuals’ ways, mindsets, and 
approaches and how they are efficient in adapting to new ideas, conditions, or environments. 
Stevens (2009) pointed to the importance of adaptability by stating, “Considering the only way to 
bolster teamwork is by putting together a cohesive team and showing a willingness to change their 
ways, which is something that any good leader should be on the lookout for” (50). Some attributes 
of people with emotional balance are (1) being open to learning new things, (2) adjusting quickly, 
and (3) embracing new ideas (Bakhshandeh 2021).

Positivity

A good, positive attitude has a massive positive effect in the workplace. This positive impact influ-
ences people in how they relate to their peers, how managers lead, or how organizations deal with 
their clients and customers (HBR 2017). A positive temperament toward other people generates an 
environment for building relationships, trust, and loyalty among the workforce at every possible 
organizational level (HBR 2017). Conversely, when we do not display our care and commitment 
to workability and harmony, distrust will arise and cause massive dysfunction in relationships, in 
the home or at work, personally and professionally (Goleman 2015). Some attributes of people who 
practice positivity are (1) being optimistic, (2) being resilient, and (3) being grateful (Bakhshandeh 
2021; Goleman 2015).

Accountability

Merriam-Webster (2021) dictionary defined accountability as “the quality or state of being account-
able especially an obligation or willingness to accept responsibility or to account for one’s actions.” 
One who practices accountability is not into the blame game, avoiding their responsibilities by 
pointing at and blaming others for what happens and how it happens. They do not act like the 
victims of circumstances as a replacement for being responsible. They do not procrastinate in their 
duties and what they are responsible for doing (Rothwell et al. 2016; Goleman 2015; Bakhshandeh 
2015). “Accountability and responsibility go hand in hand. When you practice responsibility, you 
cannot help being accountable and having integrity. This is the essential component of the three-
force combination” (Bakhshandeh 2015, 32). Some attributes of people who are accountable are 
(1) taking responsibility for their actions, (2) not blaming or pointing fingers, and (3) being trans-
parent (Bakhshandeh 2021; Bakhshandeh 2015).

Social Awareness

Social awareness requires social skills. Even with business leaders’ abilities to display understand-
ing, empathy, compassion, and to control their emotions, it is not enough to deal with conflicting 
and difficult situations arising from lack of social awareness and related elements (Stevens 2009). 
This cluster of skills applies not only to employees but also to the organizations’ customers and cli-
ents. “A person manages to do that by obtaining and maintaining a high degree of emotional intel-
ligence, of course!” (Stevens 2009, 48). Additionally, those business leaders who understand social 
awareness elements, such as workplace diversity and differences at the workplace by disregarding 
stereotypes and generalizations of people can demonstrate social awareness results throughout the 
organization (Handley 2017). Handley (2017; as cited from Goleman 2014) stated that “Goleman 
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describes this competency cluster with empathic listening, ability to grasp the others’ perspective, 
political understanding, organizational awareness, and service to others” (146). Competencies 
referenced to self-regulation include but are not limited to the following (see Figure 14.4):

Empathy

This is the ability to focus on others as the groundwork for empathy and the ability to develop 
relationships, personally, socially, and professionally. Business leaders able to effectively focus on 
others are the ones able to find common ground with others, and their opinions and input carry 
the most respect and acceptance among their people. They arise as natural leaders in society and in 
organizations despite their organizational hierarchy or social status (HBR 2017; Goleman 2015). 
Individuals’ propensity to identify and appreciate others’ emotional status is in dealing with oth-
ers relating to the present state of their feelings and emotions (Goleman 2015). Some attributes of 
empathetic people are (1) recognizing talent, (2) understanding an other’s emotional state, and (3) 
being helpful to others (Bakhshandeh 2021; HBR 2017; Goleman 2015).

Compassion

The ability to demonstrate understanding, sympathy, and kindness for others in their time of 
sorrow, trouble, and hardship is displaying compassion. It is the consciousness of experiencing 
others’ distress and grief and then interjecting interests and aspirations to ease their pain (HBR 
2017; Goleman 2015). Compassion is taking empathy a little further and deeper. People with 
compassion feel hardship when witnessing other persons in hardship and distress and will act to 
assist them. Compassion is one element of social awareness that distinguishes between having 
understood someone and caring for them. Some attributes of compassionate people are (1) placing 
oneself in others’ situations, (2) practicing active listening, and (3) being okay with others’ failures 
(Bakhshandeh 2021; HBR 2017; Goleman 2015).

Diversity Awareness

Organizations and individuals can attain diversity awareness when they appreciate and under-
stand the advantages of cultural diversity and differences among people. A workforce with diver-
sity awareness can establish an organizational culture built on the foundation of dignity, mutual 
respect and acceptance of the differences among people regardless of their cultural background, 
ethnicity, age, sexual orientation, gender, religion, socio-economic status, and physical abilities 
(Goleman 2015). Some attributes of people with diversity awareness are (1) embracing uniqueness 
among people, (2) having mutual respect for everyone, and (3) having universal treatment for 
everyone (Bakhshandeh 2021; Goleman 2015; Stevens 2009).

Active Listening

As one of the most important elements of communication, active listening is a valuable skill that 
can be developed by practicing. Those with active listening concentrate completely on the persons 
talking and the content of the conversation instead of just passively hearing the speakers and their 
messages (Rothwell et al. 2016; Goleman 2015). Practicing active listening helps the listeners to 
gain the speakers’ trust and respect by knowing that the listeners appreciate their situations. Active 
listening encompasses the listeners’ desires to understand and extend support and empathy for the 
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speakers. Active listening is a model of listening and replying to others that enhance mutual appre-
ciation and understanding. It is an essential first step to neutralize a hard situation and pursue a 
workable solution to potential crises. Some attributes of people with active listening are (1) paying 
attention to the speaker, (2) responding appropriately, and (3) providing feedback (Bakhshandeh 
2021; Rothwell et al. 2016; Cummings and Worley 2015).

Relationship Management

The quality of life is connected and influenced by relationships that individuals have with other 
people, both positively and negatively. On a personal and professional level, there is no need to 
have relationships that add nothing and do not bring value to the relationship. People aware of 
emotional intelligence know this valuable concept (Bakhshandeh 2021). To have a quality relation-
ship, besides looking for values and developing quality, people must also invest in maintaining the 
relationships and strive to improve them. “Emotional intelligence provides you the cognizance you 
need to maintain your valuable relationships and do away with the toxic ones” (Wayne 2019, 119). 
Similar to a personal relationship, in a professional relationship, a business leader needs to discover 
how to effectively employ their intelligence to let them realize and identify opportunities, effec-
tively communicate, attempt to solve problems, and collaborate with their workforce and customers 
(Goleman 2015). “This ability to integrate is a crucial steppingstone to becoming a strong business 
leader. To be more specific, managerial positions have found that emotional intelligence is a critical 
part of relationship building and the development of dynamic leadership” (Stevens 2009, 31).

Competencies referenced to relationship management include but are not limited to the fol-
lowing (see Figure 14.4).

Positive Influence

This capability and skill seek to impact and influence others’ mindsets, behavior, character build-
ing, or personal and professional development. In relationship building, positive influence is the 
impression they can employ on themselves or on other individuals by indicating their strengths 
and underlining their qualities to empower and encourage them. Their influence becomes their 
nature; it will show who they are, what they do, and how they think (Longmore et  al. 2018; 
Martz et al. 2016). Being used positively and for their good and others can be an effective tool to 
empower others, encourage them, and direct them to better results in life and profession. Some 
attributes of those with positive influence are (1) being charismatic, (2) being humble, and (3) 
striving to help (Bakhshandeh 2021; Longmore et al. 2018; Martz et al. 2016).

Trust Building

This competency refers to the ability to build trust with others perhaps lining up with other per-
sonality traits and self-concept characteristics (Handley 2017). Forming a foundation of trust is 
critical to building an effective team because having trust among team members gives an impres-
sion of safety. Without trust among teams and groups, there will not be as much collaboration, 
expressions of creativity and innovation, and little productivity, while people devote their time 
to shielding themselves from others and protecting their interests (Handley 2017; Rothwell et al. 
2016; Rothwell 2015). According to Rothwell (2015), the concept of team building is one of the 
most common forms of organization development. Business professionals consider the interper-
sonal relationships between team members to be an indispensable component of trust building, 
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given that team cohesiveness and understanding of one another are vital to the success of the trust 
and team-building process. Some attributes of someone with the ability to build trust and teams 
are (1) being friendly and approachable, (2) being respectful to others’ ideas, and (3) practicing 
integrity and accountability (Bakhshandeh 2021; Rothwell et al. 2016; Rothwell 2015).

Communication

This is the ability to act on transferring information from one location, individual, or team to other 
people or places. All forms of communication include at least one message, one sender, and one 
receiver (Jones 2015). Steinfatt (2009) expressed his view of communication and its vital role in 
human connectedness: “The central thrust of human communication concerns mutually under-
stood symbolic exchange” (295). Steinfatt’s view of communication might not be accepted as a 
general definition of communication, but it sheds light on the importance of this essential skill. 
However, the term communication is commonly called transferring information from one person 
to another, in both personal and professional environments (Steinfatt 2009). Communication is 
one concept that has been and continues to be the topic of many theories and research about the 
human connection (Jones 2015). Without communication, there is no workability or teamwork. 
Teams are synchronized when they communicate effectively. Peace, harmony, and fulfillment 
arise in communication. Without effective communication, there will be no effective connec-
tion and productivity at home or at work (Bakhshandeh 2015). Some attributes of those with 
communication skills are (1) being aware of nonverbal communication, (2) delivering clear and 
concise messages, and (3) showing courtesy and listening keenly (Bakhshandeh 2021; Jones 2015; 
Goleman 2015; Steinfatt 2009).

Interpersonal Skills

These skills refer to the ability to interact, relate, understand, and effectively co-operate with oth-
ers, at home or in the workplace. Interpersonal skills are powerful aptitudes for building relation-
ships and establishing cooperation with others (Spencer and Spencer 1993). While professional 
position hard skills are important to workers’ ability to perform their work and job-related duties, 
effectively demonstrating abilities to work with others, delivering clear communication, and dis-
playing self-confidence as interpersonal skills are as important as hard skills, and it can make a dif-
ference in the workers’ professional advancement. Some attributes of someone with interpersonal 
skills are (1) being aware of themselves and others, (2) being collaborative, and (3) caring about 
relationships (Bakhshandeh 2021; Rothwell et al. 2016; Rothwell 2015).

EI Self-Examination and Self-Evaluation

People who understand their emotional intelligence and are aware of their mindsets, attitudes, and 
behaviors can conduct a self-examination and self-evaluation of their thoughts, their actions, and 
the consequences of their actions.

Tables 14.1 and 14.2 are designed for individuals and organizations to conduct a self-rating 
on their understanding and level of their practices to use qualities and competencies of emotional 
intelligence.

Table 14.1 is designed for individuals to rate themselves on their understanding and prac-
tice of four EI clusters. As you can see, each cluster has four competencies with a total of 
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16 competencies. Managers or supervisors can explain the process to participants and ask them to 
rate themselves on their understanding and practice of these competencies. The participants need 
to come up with at least two actions they are taking to improve their knowledge and practice of 
EI with their people or in their teams.

This self-rating could happen monthly until the managers or supervisors get confident in the 
participants’ understanding of EI competencies.

Table 14.1 Use of Emotional Intelligence at Work Self-Rating System. Author’s Original 
Creation. 

Use of Emotional Intelligence at Work Self-Rating

Date: Participant Name:

Month: Direct Manager:

Rating Scale

1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

Clusters Competencies Rating Scale

1 2 3   4 5

A Self-Awareness 1 1 Emotional Awareness

2 2 Self-Control

3 3 Self-Assessment

4 4 Intrapersonal Skills

B Self-Regulation 5 1 Emotional Balance

6 2 Adaptability

7 3 Positivity

8 4 Accountability

C Social-Awareness 9 1 Empathy

10 2 Compassion

11 3 Diversity Awareness

12 4 Active Listening

D Relationship Management 13 1 Positive Influence

14 2 Trust Building

15 3 Communication

16 4 Interpersonal Skills

Sub-Total (total of each column)

Total of above 5 rating scales

Average (above total divided by 16)

Two actions for this month that would bring up my two lowest emotional intelligence ratings 

by at least 1 scale on the next month rating:

Action 1:

Action 2:

Source: Copyright 2022 by Behnam Bakhshandeh.
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Table 14.2 is designed for individuals at any management or supervisory level to conduct a self-
evaluation and inquiry into their honest and authentic mindsets, attitudes, and behaviors related 
to their understanding and practices of EI or lack of such. Each of the four EI clusters contained 
six self-inquiry questions or statements, for a total of 24 such inquiries.

Participants should rate themselves with utmost honesty and authenticity in each cluster inde-
pendently and as a whole at the end. Similar to Table 14.1, each participant should come with 
at least two actions they would do to bring their rating numbers higher for the next monthly or 
quarterly rating.

This is the time and place for managers to provide coaching and training to develop their 
employees with a higher level of understanding and practices of EI at work, which would directly 
increase the quality of performance and personal relationships.

Table 14.2 Emotional Intelligence Self-Evaluation Inquiries and Rating System. Author’s 
Original Creation. 

Emotional Intelligence Self-Evaluation Inquiries and Rating System

Day: Participant 

Name:

Team:

Month: Direct Manager: Department:

Rating Scale

1=Never, 2=Hardly, 3=Occasionally, 4=Generally, 5=Constantly

Clusters # Inquiries Rating

1 2 3 4 5

A Self-
Awareness

1 1 I am conscious of my body language 

responses to others’ 

communication.

2 2 I am aware of my facial expressions 

when I am discussing matters at work.

3 3 When evaluating a situation, I first 

check out my opinion and biases.

4 4 Before making any important 

decisions, I take my emotional 

temperature into account.

5 5 I can recognize my emotions before, 

during and after sensitive 

conversations.

6 6 I think and consider the emotional 

reasoning behind what I say and 

what I do.

Sub-Total (total of each column)

Total of above 5 rating scales

Cluster “A” Average (above total divided by 6)

(Continued)
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Emotional Intelligence Self-Evaluation Inquiries and Rating System

B Self-
Regulation

7 1 I can manage myself and keep my 

composure when I am angry.

8 2 I can move forward and handle my 

responsibilities despite difficulties 

and obstructions.

9 3 I do not act on a strong impulse to 

say something or do something.

10 4 I reflect on my thoughts and feelings 

before any communications or 

actions.

11 5 I can express what I feel 

authentically and responsibly 

without upsetting others.

12 6 I can manage my attitudes and 

moods and not take them to work.

Sub-Total (total of each column)

Total of above 5 rating scales

Cluster “B” Average (above total divided 

by 6)

C Social 
Awareness

13 1 I can recognize how others view me 

while interacting with them.

14 2 I can recognize others’ feelings and 

moods based on their non-verbal 

gestures.

15 3 I can express empathy with others in 

a situation.

16 4 I am aware of people’s diversity and 

differences in cultures.

17 5 I observe others’ reactions to me to 

realize my behavior’s effectiveness.

18 6 I have compassion and 

understanding for why people are 

emotional.

Sub-Total (total of each column)

Total of above 5 rating scales

Cluster “C” Average (above total divided 

by 6)

Table 14.2 (Continued)
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Emotional Intelligence Self-Evaluation Inquiries and Rating System

D Relationship 
Management

19 1 I am quick to take responsibility for 

my mistakes and clean them up.

20 2 I use encouraging language while 

talking to others about work issues.

21 3 I try to empower others when they 

discuss issues with me.

22 4 I deal with others’ emotional 

behaviors with sensitivity and calm 

and collected manners

23 5 I am liked and respected by others 

around me.

24 6 I can convince and motivate others 

to consider my viewpoint.

Sub-Total (total of each column)

Total of above 5 rating scales

Cluster “D” Average (above total divided by 6)

Final Sub-Total (total of all clusters averages)

Final Average (above total divided by 4)

Two actions for this month that would bring up my three lowest ratings by at least one scale 

on the next month rating:

Action 1:

Action 2:

Action 3:

Source: Copyright 2022 by Behnam Bakhshandeh.

Key Takeaways

 1. Emotional intelligence competencies’ training and development cover many elements of 
leadership rooted in all aspects of emotional intelligence that would cause leadership devel-
opment among employees.

 2. Competencies are a mixture of a measurable and observable assortment of knowledge, skills, 
attitudes, and behaviors (KSABs) that assist individuals in performing better at their work 
while attaining their goals (Donahue 2018).

 3. Paradigms represent a set of rules and guidelines we have built based on patterns of thoughts, 
feelings, and behaviors we have constructed based of what we have learned or experienced.

 4. A paradigm shift is a transformation of a mindset and perspective that would have a revolu-
tionary change on someone’s behavior.

 5. Emotional intelligence is a crucial skill for developing strong mindsets, relationships, resilience, 
and communication that all individuals, teams, and organizations can benefit from and use.
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List of Discussion Questions

 1. How do you rate yourself from 0 to 10 on your understanding of the concept of paradigm 
and paradigm shift?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?

 2. How do you rate yourself from 0 to 10 on your understanding of emotional intelligence 
clusters?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?

 3. How do you rate yourself from 0 to 10 on your understanding of EI clusters’ competencies?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?

 4. How do you rate yourself from 0 to 10 on your understanding of emotional intelligence self-
evaluation and self-examination ratings?
• What is missing or in the way of your understanding it better?
• How do you evaluate your competencies to deliver the process?
• What is your action plan to increase your overall rate on this process?
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Chapter 15

Developing Assertiveness 
and Resilience

Sohel M. Imroz

Overview

In the previous chapter, we learned about emotional intelligence and the role of self-awareness, 
self-regulation, social awareness, and relationship management on transformation. In this chap-
ter, we will discuss another important component of transformation—developing assertiveness 
and resilience. Broadly speaking, being assertive shows that individuals respect themselves, stand 
up for their interests, and express their thoughts and feelings with honesty and confidence. On 
the other hand, resilience “is the process and outcome of successfully adapting to difficult or 
challenging life experiences, especially through mental, emotional, and behavioral flexibility and 
adjustment to external and internal demands” (American Psychological Association 2022, para. 
Resilience). To become successful in transformational coaching, both the coach and the learners 
should understand assertiveness and resilience, how to develop these skills, and implement appro-
priate behaviors.

This chapter attempts to underline:

 ◾ What is assertiveness and assertive behavior?
 ◾ Characteristics of assertive individuals
 ◾ Understanding passive, assertive, and aggressive communication styles and behaviors
 ◾ Developing assertiveness through transformational coaching
 ◾ What is resilience?
 ◾ Developing resilience through transformational coaching
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What Is Assertiveness and Assertive Behavior?

Assertiveness is the ability to honestly express one’s opinions, feelings, beliefs, rights, and 
needs without anxiety and without violating the law or the rights of others (UC San Diego 
2022). Alberti and Emmons (1974) stressed that assertive behaviors empower individuals to 
act in their own best interests, stand up for themselves without unnecessary stress or anxiety, 
express their honest feelings and opinions comfortably, and exercise their own rights without 
denying the rights of others. According to SkillsYouNeed (2022), few examples of assertive 
behavior include expressing one’s opinions, wishes, thoughts and feelings; encouraging others 
to do likewise; accepting responsibilities; appreciating others for their work and effort; admit-
ting to mistakes and apologizing when necessary; maintaining self-control; and behaving as 
an equal to others.

Borden (2022) highlighted various examples of assertive behavior. For instance, initiating 
conversations with others, making requests, asking for favors, ability to say “no,” addressing 
issues that are bothersome, staying firm, and expressing both positive and negative emotions. 
Pipas and Jaradat (2010) and Bishop (2013) mentioned several verbal and nonverbal character-
istics of assertive communication. Among the verbal characteristics, communication should 
have clarity (i.e., using language and words that clearly express the needs). In addition, com-
munication should be non-threatening (i.e., not blaming or intimidating others) and positive 
(i.e., using constructive, effective, and supportive language). Lastly, communication should not 
be criticizing the recipient (Gatchpazian 2022). Nonverbal characteristics include direct eye 
contact, assertive body posture (i.e., a body posture that is upright and not hunched or bent), 
clear and confident tone of voice, positive facial expression (i.e., not expressing anger or anxiety), 
and proper timing (i.e., letting the other person finish without interrupting, pausing to give the 
other person time to understand) (2022).

Characteristics of Assertive Individuals

Reyes (2015) described several characteristics of assertive individuals—high self-confidence, 
respect for other people’s opinions, ability to validate the feelings of others, and being good listen-
ers. The following section elaborates on these characteristics.

High Self-Confidence

Assertive individuals have high self-confidence—a feeling of trust in their abilities, qualities, and 
judgment. Assertive individuals accept and trust themselves and have a sense of control in life. 
They are aware of their strengths and weakness and, in general, have a positive view of themselves. 
They also know what their boundaries are, what they do and don’t like, are able to set realistic 
goals and objectives for themselves, and can handle criticism. Many individuals who struggle with 
assertiveness are self-critical, have low self-esteem, ignore positive qualities in themselves, and 
allow others to make decisions for them. To increase self-confidence, individuals should refrain 
from comparing themselves to others. Instead, they should start surrounding themselves with 
positive people; taking care of their physical and mental health by proper diet, exercise, medita-
tion, and sleep; being kind to themselves; practicing positive self-thoughts; and facing their fears 
(Morin 2022).
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Respect for Other People’s Opinions

Assertive individuals respect other people’s opinions. Since they have self-confidence in their abili-
ties, qualities, and judgment, they do not feel the necessity or urge to grandiose themselves or dis, 
insult, or degrade others. Some individuals insult others as a result of anger, insecurity, jealousy, 
lack of understanding, or simply by thinking that it is cool (Barber 2016). Assertive individuals 
can better handle this type of situation by regaining composure or staying calm, expressing how 
they exactly feel, using humor, or merely by ignoring it. Other useful behaviors they often show 
when dealing with insults are staying positive, stop making instant reactions, and not becoming 
too emotional when reacting (UP Journey 2021).

Ability to Validate Feelings of Others

Assertive individuals can validate the feelings of others, which means, recognizing their emotions, 
experiences, and accepting their legitimacy. This process is also known as emotional validation 
(Draghici 2022). Emotional validation plays an important role in developing individuals’ person-
ality by confirming and strengthening their self-confidence (2022). Rather than trivializing other 
people’s experience, assertive individuals may say that they understand what others have to say. 
Contrary to emotional validation, emotional invalidation is the process of denying, rejecting, or 
dismissing someone’s feelings (2022). Table 15.1 provides few examples of emotionally validating 
and invalidating statements.

Being Good Listeners

Assertive individuals are also good listeners who give others a lot of attention when they talk about 
something or about their problems and try to understand and support them. Being a good listener 
builds trust and strong relationships, helps resolve conflict, captures important information, iden-
tifies problems, and, ultimately, increases knowledge (In Professional Development 2021). Often 
people are so focused on responding to others that they stop listening to the message being com-
municated. Daniel (2020) listed several signs of poor listening—interrupting frequently, shifting 
every topic back to oneself, not asking relevant questions, nodding excessively, getting defensive, 
hinting for the speaker to hurry up, exhibiting unwelcoming body language, and avoiding eye 

Table 15.1 Examples of Emotionally Validating and Invalidating Statements.

Examples of Emotionally Validating and Invalidating Statements

Emotionally Validating Emotionally Invalidating

• I’m truly sorry to hear that.

• I understand what you must be going 

through.

• I am here to talk about it for as long as you 

want.

• I realize why you are feeling lost.

• You are too sensitive.

• I don’t understand what you are going 

through.

• I don’t want to talk about it right now.

• I think you are making too much of a big 

deal out of it.

• Stop making things up.

Sources: Adapted from Draghici (2022) and Carrico (2021).
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contact are few common ones. Assertive individuals strive to be effective listeners by avoiding 
these poor listening signs.

Understanding Passive, Assertive, and Aggressive 
Communication Styles and Behaviors

Out of the three basic types of communication styles, being assertive is usually viewed as the 
healthier one (the other two styles are being passive and being aggressive) (Mayo Clinic 2022). 
A passive communication symbolizes when individuals prioritize other people’s needs, wants, and 
feelings over their own; do not express their own needs, wants, or feelings; or do not stand up for 
themselves (TherapistAid 2017). With passive communication, individuals are often quiet or soft-
spoken, and behave with poor eye contact and lack of confidence (2017).

Through aggressive communication, individuals express only their own needs, wants, or feel-
ings, and they may end up bullying others if ignored (2017). Aggressive individuals can be easily 
frustrated, disrespectful to others, and unwilling to compromise. In addition, they may speak 
loudly, use criticism or humiliation, and frequently interrupt others (2017). Aggressive behaviors 
can be direct or indirect. While the behaviors just mentioned are examples of direct aggression, 
indirect aggression involves sarcasm, deception, manipulation, or insinuation. There’s also another 
type of communication called passive-aggressive, when individuals appear to be passive on the 
surface, but they express resentment or anger in a subtle or indirect way (University of Kentucky 
Violence Intervention and Prevention Center 2022). They often mutter to themselves rather than 
confront others directly. An example of passive-aggressive behavior is when someone says “You did 
a great job. Hopefully no one will notice the mistake.”

Behaving with assertiveness offers many benefits. It prevents people from taking unfair advan-
tage of themselves. According to the Mayo Foundation for Medical Education and Research 
(MFMER), behaving with assertiveness can help individuals gain self-confidence, self-esteem, job 
satisfaction, and a sense of empowerment; understand and recognize other people’s feelings and 
emotions; earn respect from others; improve communication and decision-making skills; and cre-
ate honest relationships (Mayo Clinic 2022).

Some individuals may experience negative consequences if they consistently fail to behave 
with assertiveness. Few major consequences are depression, resentment, and frustration (Revelle 
College 2022). While there’s no single cause of depression, it generally occurs when anger is turned 
inward and people feel helpless, hopeless, or a sense of having no control over their lives (2022). 
For some individuals, an upsetting or stressful life event (e.g., bereavement, divorce, illness, finan-
cial worries, job loss, etc.) can be the cause of depression (NHS-UK 2019). Individuals may be 
more vulnerable to depression due to certain personality traits (e.g., having low self-esteem or 
being overly self-critical) and even due to family history (2019).

Resentment happens when individuals have a feeling of anger or negative emotions (e.g., disap-
pointment, bitterness, etc.) for being manipulated or mistreated by others (Revelle College 2022). 
Common symptoms of resentment are recurring aforementioned negative feelings; inability to 
stop thinking of the event causing the negative feelings; feelings of regret, remorse, or inadequacy; 
fear of avoidance; and a tense relationship (WebMD 2020). To overcome resentment, assertive 
individuals make a sincere effort to forgive others, use self-compassion (i.e., being kind and under-
standing toward themselves) and empathy, and practice gratitude (2020). Benefits of overcoming 
resentment include better health (e.g., reduced headache or chronic pain; improved insomnia; 
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lower risk of blood pressure, heart attack, and stroke), increased mental health and peace of mind, 
stronger relationships, and improved overall quality of life (Williamson 2022).

According to the Oxford dictionary, frustration happens when there’s a feeling of being upset 
or annoyed, especially because of one’s inability to change or achieve something (Lexico 2022). 
Left unresolved, frustration can lead to serious problems like aggression, depression, poor self-
esteem, stress, and unhealthy behaviors (Scott 2022). Assertive individuals often use various strat-
egies to increase their tolerance level of frustration and improve the way they respond. Some of 
the strategies are improving emotional intelligence, distracting themselves from the source of the 
frustration, practicing mindfulness, using helpful relaxation exercises and techniques, changing 
their attitude and lifestyle, and depending on social support (2022). Table 15.2 shows a compari-
son of passive, assertive, and aggressive communication styles and behaviors.

Table 15.2 Passive, Assertive, and Aggressive Communication Styles and Behaviors.

Comparison of Passive, Assertive, and Aggressive Communication Styles and Behaviors

Passive Assertive Aggressive

Submissive form of 

expression

Positive form of expression Negative form of aggression

Undervaluing yourself Being aware of self-worth Ignoring value of others

Give in/yield Negotiate and compromise Challenge and confront

Think your own needs, wants, 

or feelings don’t matter

Recognize your own needs, 

wants, and feelings as well as 

others’

Think of only your needs, 

wants, and feelings matter

Don’t talk or be heard Talk and listen Talk and not listen

Try to keep peace and not 

“rock the boat”

Try to achieve what is fair and 

rightful to you, and give 

others what is fair and 

rightful to them

Look out only for yourself 

disregarding others’ concern

Allow yourself to be bullied Stand up for yourself and not 

be bullied

Bully others

Damage your self-esteem and 

self-confidence

Build your self-esteem and 

self-confidence

Damage others’ self-esteem 

and self-confidence

Damage relationships 

because others respect you 

less

Enhance relationships 

because others know where 

you stand and there’s mutual 

respect

Damage relationships 

because you respect others 

less

Do not clearly express what 

you think or stand for

Express yourself confidently 

and clearly

Express yourself by shouting 

or speaking loudly

Minimum eye contact Steady and appropriate eye 

contact

Stare aggressively

Be shy, scared, embarrassed, 

indecisive

Be direct, honest, 

responsible, accepting, 

smiling, staying calm

Be angry, bossy, frowning, 

shouting, yelling, intolerant, 

unbearable

Sources: Williamson (2022); Scott (2022).
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Developing Assertiveness through Transformational Coaching

People develop different styles of communication based on their life experiences, culture, emotional 
intelligence, professional training, and gender (Mayo Clinic 2022; Williams 2017). Individuals 
can change their communication style or learn to communicate in healthier and more effective 
ways through transformational coaching.

Mayo Clinic (2022) shared these recommendations for individuals to become more assertive: 
assess their communication style, use “I” statements, practice saying “no” with proper explanation, 
rehearse what they want to say, use assertive body language, keep emotions in check, and start 
small. To assess their communication style, individuals should honestly answer these questions 
(2022): Do they voice their opinion or remain silent when participating in a conversation? Do they 
say “yes” to additional work even when their schedule is full? Are they quick to judge or blame 
others? Do others seem to dread or fear talking to them? Using “I” statements lets others know 
what they are thinking or feeling without sounding dismissive or accusatory. For example, when 
in disagreement, they should say, “I disagree” rather than “You’re wrong.” If they want to make a 
request, they should say “I would like you to help me with this” rather than “You need to do this 
for me.” They should keep their requests simple, specific, and clear. If they are not able to accept a 
request, they should practice saying “No, I can’t do that now” and offer an appropriate explanation 
that is simple and brief.

To increase assertiveness, individuals can write down what they want or think, and practice 
them by saying out loud to a friend, family member, or colleague. They should practice using 
assertive body language when communicating with others. For example, keeping an upright pos-
ture but leaning a bit forward, making regular eye contact, maintaining a neutral or positive 
facial expression, not crossing arms or legs, and so on. Practicing in front of a mirror or a friend 
or colleague can be highly beneficial in improving body language. They should remember that 
uncontrolled emotions and feelings can hinder conflict resolution or even make it impossible. If 
they feel too emotional going into a situation or participating in a conversation, they should wait, 
then breathe slowly and stay calm, and keep their voice even and firm when speaking. Lastly, they 
should understand that no change or improvement happens overnight, so it is recommended to 
start small and be patient. Individuals should practice the newly learned skills and behaviors in 
situations that have low risk, then gradually approach to handle more complex situations in per-
sonal and professional lives.

What Is Resilience?

There is no single definition of resilience. In the beginning of this chapter, a definition of 
resilience from the American Psychological Association was presented. Ackerman (2018) 
referred to resilience as the quality of recovering quickly from a disappointment or failure 
and continuing to grow and advance one’s personal development. To Cherry (2021), resil-
ience means “understanding that life is full of challenges. While we cannot avoid many of 
these problems, we can remain open, flexible, and willing to adapt to change” (para. What 
does “resilient” mean?). According to the American Psychological Association (2022), three 
predominant factors that affect how well individuals adapt to adversities are the ways they 
view and engage with the world, availability and quality of social resources (e.g., support from 
family, friends, community, and organizations), and coping strategies (e.g., meditation, physi-
cal activity or exercise, engaging in spirituality, etc.). Other factors that can build resilience 
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are self-esteem, communication skills, and emotional regulation (i.e., ability to control one’s 
emotion) (Hurley 2022).

Cherry (2021) illustrated several characteristics of resilient individuals. They have a sense of 
control, problem-solving skills, strong social connections, survivor mentality, emotional regula-
tion, and self-compassion (2021). The American Academy of Pediatrics summarized seven char-
acteristics of resilience, knows as the 7-Cs: Competence, Confidence, Connection, Character, 
Contribution, Coping, and Control (Hurley 2022). According to Hurley (2022), the 7-Cs of 
resilience “illustrate the interplay between personal strengths and outside resources, regardless of 
age” (para. What are the 7-Cs of resilience?). These characteristics are essential in becoming more 
resilient.

Understanding Different Types of Resilience

Wallace (2015) described four types of resilience: physical, mental, emotional, and social. Physical 
resilience refers “to the body’s ability to adapt to challenges, maintain stamina and strength, and 
recover quickly and efficiently” (Hurley 2022, para. What is physical resilience?). In other words, 
physical resilience can be described as a person’s ability to function and recover when faced with 
illness, accidents, trauma, or other physical demands. Regular exercise, healthy eating habits, 
stress management, getting a good night’s sleep, and so on, are a few activities that can improve 
an individual’s physical resilience.

Mental resilience, also known as psychological resilience, is an individual’s ability and capacity 
to mentally cope with any uncertainty, hardship, adversity, challenge, or trauma (2022). Having 
a positive mindset, not getting stuck with self-limiting beliefs, taking control of one’s life, making 
a commitment, accepting challenges to develop mental toughness, having self-confidence, and 
finding support from the loved ones can improve an individual’s mental or psychological resilience 
(Kentucky Counseling Center 2022).

Emotional resilience can be defined as “the ability to adapt to challenges, the ability to keep 
calm during challenges, and the ability to bounce back and grow from challenges” (Billoni 2022, 
para. What is emotional resilience?). Qualities of emotionally resilient individuals are their emo-
tional awareness, perseverance, optimism, social connections, and sense of control (2022). Other 
qualities may include their ability to learn from experience, ability to set and meet goals and 
objectives, empathy for others, persistence, and sense of humor (Well Clinic 2021). To improve 
emotional resilience, they should educate themselves and be aware about their emotions, build up 
support network, practice mindfulness, understand the limitation of personal abilities, and self-
care (2021).

Hurley (2022) defined social resilience, also known as community resilience, as “the ability 
of groups of people to respond to and recover from adverse situations, such as natural disasters, 
acts of violence, economic hardship, and other challenges to the group as a whole” (para. What 
is community resilience?). It involves people connecting with others and working together to face 
adversities and solve problems that affect them individually and collectively (Cherry 2021). Social 
resilience can be developed by promoting access to public health, healthcare, and social services; 
disaster preparedness; expanding communication and collaboration among members of the soci-
ety; engaging at-risk individuals and implementing programs to serve them; and creating social 
connectedness (Public Health Emergency 2015). Individual health and resilience is important 
for social resilience because healthy, socially connected, and prepared group of individuals make 
stronger communities that are better able to withstand, manage, and recover from adverse situa-
tions and disasters (2015).
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Developing Resilience through Transformational Coaching

Resilience is an increasingly essential competence. Individuals who are resilient are better able to cope 
with many adverse situations like unexpected change, setbacks and disappointments, high levels of 
stress, and excessive workload. Common signs of low resilience in individuals are inability to make 
decisions, frequent physical ailments, reduced self-confidence, feeling overwhelmed, lower tolerance, 
and short temper (Clutterbuck 2017). Through transformational coaching, coaches can help them in 
two major ways: by enhancing their ability to cope with current situations, and by improving their 
overall level of resilience. Sherlock-Storey (2012) and Clutterbuck (2017) proposed several targets on 
how to coach individuals for resilience. The following section elaborates on identifying their strengths 
and weaknesses, enhancing positive emotions, developing hope, and coaching for optimism.

Identifying Strengths and Weaknesses

Knowing about individuals’ strengths and weaknesses helps a coach determine how to best sup-
port them, help them transform, and achieve more favorable outcomes in needed areas. To iden-
tify their strengths and weaknesses, individuals can refer to performance reviews; 360-degree 
survey feedback (if available); awards and certifications; passion or things they enjoy doing; or 
results of assessment tests of their personality, behavior, preferences, or aptitude. They can use a 
variety of tests to identify strengths and weaknesses. A few popular assessment tests are Myers-
Briggs Type Indicator (MBTI), DiSC Workplace Profile, Insights Discovery, Leadership Circle 
Profile, Hogan Assessments, Belbin Team Roles Assessment, Essentic’s Point Positive, Cappfinity’s 
Realize Strengths, Gallup’s CliftonStrengths, Enneagram Personality Test, Blindspot Inventory 
Assessment System (BIAS), and 16Personalities from NERIS Analytics.

Enhancing Positive Emotions

Positive emotions—such as joy, interest, contentment, love, happiness, and gratefulness—are 
moments in which individuals are not plagued by negative emotions—such as anxiety, sadness, 
anger, fear, and despair (Fredrickson and Fowler 2001). Positive emotions enable our brains to 
take in more information, store multiple ideas at once, and understand how different ideas relate 
to each other (Kids Health 2018). Thus, positive emotions increase our awareness, attention, and 
memory (2018). Individuals who have a high level of positive emotions in their lives are likely to 
be happier, healthier, better learners, and more sociable (2018).

There are several ways coaches can enhance positive emotions in their clients. Kids Health 
(2018) mentioned three ways to increase positive emotions in our lives: identifying and tracking 
positive emotions, focusing on a specific positive emotion and act on increasing it, and creating a 
positivity “treasure chest.” A treasure chest can be described as a collection of positive experience 
reminders they have had (e.g., memorable photos, childhood mementos, favorite quotes or books, 
pictures they drew in the past, etc.). Houston (2019) provided a list of 19 positive psychology exer-
cises (e.g., Self-Care Vision Board, Guest House Poem, Sensory Awareness, etc.) that coaches can 
use to enhance their clients’ positive emotions.

Developing Hope

Hope is a positive cognitive state of mind and individuals who have high hope generally have greater 
academic success and stronger friendships (Zakrzewski 2012). They also demonstrate more creativity 
and better problem-solving skills (2012). They can set clear and attainable goals, develop strategies 
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to achieve those goals, and stay motivated even when they face adversity and challenges (2012). 
According to the hope theory, hopefulness is a human strength comprised of three distinct but 
related components—goal thinking, pathway thinking, and agency thinking (Snyder et al. 1991). 
Goal thinking means preferences about their future and a clear understanding of their goals and 
objectives (Zakrzewski 2012). Pathway thinking refers to their capacity of developing strategies and 
routes to achieve those goals and objectives (2012). Agency thinking is their level of intention, confi-
dence, and motivation to follow strategies and routes to achieve the desired future (2012).

According to Houston (2019a), there are four types of hope—realistic, utopian, chosen, and 
transcendent. The outcome of a realistic hope is reasonable and probable (Wiles et al. 2008), for 
example, a couple hoping for a healthy baby. A utopian hope is “a collectively oriented hope that 
collaborative action can lead to a better future for all” (Houston 2019a, para. Utopian hope). 
Utopian hopes often show a belief that things can be improved much more than what is possible, 
therefore, they can be unrealistic. The hope for “achieving world peace” can be considered utopian 
in nature. Chosen hopes stand for life stance and they help individuals live with a challenging 
present in an uncertain future. An example of chosen hope is a person with cancer who resolutely 
believes that the treatment will be successful regardless of his or her current health condition. 
Transcendent hope, also known as existential hope, suggests that “goodness” will prevail and 
something good can happen (2019a). Viktor Frankl’s experience in the concentration camps of 
World War II is a classic example of transcendent hope that shows, despite experiencing unimagi-
nable personal suffering, despair, and dehumanization, it is possible to retain one’s sense of self and 
reaffirm life’s purpose (Ackerman 2018a).

Transformational coaches can use various tools to assess and measure level of hope in their 
clients. The Adult Hope Scale (AHS), also known as the Trait Hope Scale, is a 12-item question-
naire that measures hope for individuals over 15 years of age (Houston 2019a). The Adult State 
Hope Scale (ASHS), also known as the Goals Scale for the Present, is a six-item questionnaire that 
taps into the level of hope in adults at a single point in time and is based on their current situation 
(2019a). The Herth Hope Index (HHI) is a 12-item questionnaire that measures three dimensions 
of hope—temporality and future (i.e., presence of goals and positive outlook on life), positive 
readiness and expectancy (i.e., a sense of direction, seeing light at the end of the tunnel), and inter-
connectedness (i.e., feeling alone, faith that comforts, etc.) (2019a). Other useful tools to measure 
hope are the Children’s Hope Scale (six-item questionnaire for children 8–16 years of age), the 
Herth Hope Scale (30-item questionnaire), and the Miller Hope Scale (40-item questionnaire).

To increase the level of hope in individuals, transformational coaches can conduct various 
hope interventions based on hope therapy. According to Lopez et al. (1991), hope therapy involves 
two significant stages: instilling hope and increasing hope. The first stage is about hope find-
ing and hope bonding. The second stage involves hope enhancing and hope reminding. Sutton 
(2021) recommended few useful techniques that can be used by transformational coaches for hope 
therapy: conducting narrative sessions, developing a sense of agency, creating an internal movie, 
and preparing a pathway checklist. Other activities and exercises that can be used are creating a 
hope map, keeping a hope journal, and exploring individuals’ beliefs about hope (Houston 2019a).

Coaching for Optimism

Scott (2020, para. What is optimism?) defined optimism as “a mental attitude characterized by 
hope and confidence in success and a positive future.” Lim (2020) mentioned several character-
istics of optimist individuals—they are self-motivated, prefer surrounding themselves with other 
positive individuals, express gratitude, avoid cynics and naysayers, and like to stay happy and 
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joyful. They view hardships as learning experiences or temporary setbacks, see the brighter side 
of things, experience more positive events in lives, better able to manage stress, and stay healthier 
(Scott 2020). Many empirical studies have found positive effects of optimism. A  study by Dr. 
Martin Seligman from the University of Pennsylvania found that optimistic sales professionals 
outsell their pessimistic counterparts by 56 percent (Gielan 2019). Another study indicated that 
optimism is associated with a 50 percent reduction in cardiovascular disease risk (Boehm et al. 
2012). Conversano et al. (2010) illustrated many studies finding positive impacts of optimism on 
physical and mental well-being. Coaches can transform individuals to be optimistic by helping 
them become more mindful, practice gratitude, enhance positive emotions, and exercise cognitive 
restructuring (Scott 2020). We already discussed enhancing positive emotions in the previous sec-
tion. The following section discusses other aspects of being more optimistic.

According to the Greater Good Science Center at the University of California, “mindfulness 
means maintaining a moment-by-moment awareness of our thoughts, feelings, bodily sensations, 
and surrounding environment, through a gentle, nurturing lens” (Greater Good Science Center 
2022, para. What is mindfulness?). Mindful breathing, mindful observation, mindful awareness, 
mindful listening, and mindful appreciation are few exercises that transformational coaches can use 
to increase individuals’ optimism (Bee Well Living 2020). Mindful breathing is a type of meditation 
practice that focuses on individual’s natural rhythm and flow of each inhale and exhale. Mindful 
observation is the mental process of noticing what is happening around individuals with conscious-
ness and without distraction. Mindful awareness helps them to be aware of the thoughts and feelings 
most important to them. Mindful listening means paying full attention to others and listening to 
them consciously by overcoming distractions and without any judgment. Mindful appreciation is 
about being thankful, showing gratitude, and expressing appreciation for seemingly insignificant 
things or objects in life—things we often ignore or don’t pay much attention to. Mindful appre-
ciation can be practiced by writing a “gratitude journal”—recording and reflecting on things that 
individuals are grateful for on a regular basis. Transformational coaches should use effective tools, 
activities, and exercises to help them become more mindful, grateful, and ultimately, optimistic.

Cognitive restructuring, also known as cognitive reframing, is a process that changes indi-
viduals the way they think and replace stress-inducing thoughts with thoughts that are optimis-
tic and do not produce stress (University of Concordia Health Services 2022). The American 
Psychological Association recommended this process to help individuals with eating disorders, 
depression, anxiety, PTSD, substance use disorder, mental illness, or marital problems (Healthline 
2020). The cognitive restructuring process involves methods like thought recording, decatastro-
phizing, disputing, and guiding questioning to reduce stress and anxiety and have them replaced 
with practical and positive ones (Cuncic 2020). Transformational coaches can use these methods 
to restructure or reframe individuals’ cognitive ability.

Thought recording is a technique used in cognitive-behavioral therapy (CBT) to help indi-
viduals recognize and change their unhelpful thoughts (2020). The term decatastrophizing 
was coined by Albert Ellis who introduced the Rational Emotive Behavior Therapy (REBT). 
Decatastrophizing is a cognitive restructuring technique that can be used to reduce or challenge 
the catastrophic thinking in individuals. Transformational coaches can ask them questions like 
“Realistically, what is the worst that could happen to you?” or “How would you cope if the worst 
did happen to you?” and based on the answers, guide them through the decatastrophizing process.

The next step of the cognitive restructuring process is disputing the thoughts—often irratio-
nal ones—to determine their validity and examining evidence. An example of irrational thought 
is when someone thinks “I failed to get an ‘A’ in the class, so I must be stupid and worthless.” 
Transformational coaches should ask individuals several questions to determine the foundation of 
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their thoughts and challenge the validity of those thoughts if necessary. Questions like “Are the 
thoughts accurate?” “Are the thoughts based on facts or feelings?” “What is the evidence?” “Could 
the evidence be misunderstood?” can help individuals justify their thoughts and make adjust-
ments if needed. The last step is to replace their initial negative thoughts with accurate and positive 
affirmations by asking guiding questions. Transformational coaches should use this type of ques-
tions to explore a topic in greater depth and encourage them to elicit understanding by thinking 
deeply about the topic (Maria 2022). Table 15.3 provides a list of resources including tools, instru-
ments, and courses that can be useful for transformational coaches to develop resilience.

Table 15.3 Useful Resources for Developing Resilience through Transformational 
Coaching.

Useful Resources for Developing Resilience through Transformational Coaching

Subject URL

Master Resilience Training (MRT) in the US 

Army

https://www.armyresilience.army.mil/ard/R2/

Master-Resilience-Training.html

Mental Resilience Training (MRT) in the British 

Army

https://www.army.mod.uk/people/join-well/

mental-resilience/

Penn Resilience Program (PRP) https://ppc.sas.upenn.edu/services/

penn-resilience-training

Institute of Coaching Masterclass on 

Resilience

https://instituteofcoaching.org/masterclasses/

lessons-resilience

Coursera: Positive Psychology—Resilience 

Skills (Offered by UPenn)

https://www.coursera.org/learn/

positive-psychology-resilience#about

Coursera: Foundations of Positive Psychology 

(Offered by UPenn)

https://www.coursera.org/specializations/

positivepsychology

Coursera: Adaptability and Resiliency (Offered 

by UC Davis)

https://www.coursera.org/learn/

adaptability-and-resiliency?=

Coursera: Build personal resilience (Offered 

by Macquarie University)

https://www.coursera.org/learn/

build-personal-resilience

Coursera: Mindfulness and Well-being: Living 

with Balance and Ease (Offered by Rice 

University)

https://www.coursera.org/learn/

foundations-of-mindfulness-ii-living-with-

balance-and-ease

Coursera: Positive Psychology (Offered by 

UNC-Chapel Hill)

https://www.coursera.org/learn/

positive-psychology

Udemy: The Complete Resilience Course -  

Master Emotional Resiliency

https://www.udemy.com/course/

the-complete-resilience-course-master-

emotional-resiliency/

Udemy: Building Emotional Resilience https://www.udemy.com/course/

building-emotional-resilience/

Udemy: Creating Resilient Teams https://www.udemy.com/course/

creating-resilient-teams/

Udemy: How to Build Mental Resilience/

Building Mental Resilience

https://www.udemy.com/course/

building-mental-resilience/

(Continued)
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Key Takeaways

 1. Assertive individuals have high self-confidence, respect other people’s opinions, validate the 
feelings of others, and are good listeners.

 2. Three major types of communication style and behavior are passive, assertive, and aggres-
sive. Individuals with passive-aggressive behavior appear to be passive on the surface but 
indirectly express resentment or anger.

 3. Learners can develop assertiveness by assessing their style, using “I” statements, practicing 
saying “no,” rehearsing what they want to say, using body language, keeping emotions in 
check, and starting small.

 4. A lack of resilience can have a significant impact on motivation, performance, work engage-
ment, job satisfaction, and overall well-being. Resilient individuals have a sense of control, 
problem-solving skills, strong social connections, survivor mentality, emotional regulation, 
and self-compassion.

 5. Four types of resilience are physical, mental, emotional, and social.
 6. Transformational coaches can develop individuals’ resilience by identifying their strengths 

and weaknesses, enhancing positive emotions, developing hope, and coaching for optimism.

List of Discussion Questions

 1. This chapter provides several characteristics of people with assertiveness. In your opinion and 
experience, what other relevant characteristics do people with assertiveness have? Explain.

 2. What other benefits, in addition to the ones mentioned in this chapter, have you experienced 
in your personal and professional lives for being assertive?

Useful Resources for Developing Resilience through Transformational Coaching

Subject URL

Udemy: Resilience Skills—How to Handle 

Setbacks in Life

https://www.udemy.com/course/

resilience-skills-how-to-handle-setbacks-in-

life/

Certificate in Resilience Coaching https://www.wellnessprofessionalsatwork.

com/certificate-in-resilience-coaching/

LinkedIn’s Developing Resilience and Grit 

learning path

https://www.linkedin.com/learning/paths/

developing-resilience-and-grit

HeartMath Institute’s stress test https://www.heartmath.com/blog/health-and-

wellness/stress-test/

Resiliency quiz by Dr. Al Siebert https://resiliencyquiz.com/index.shtml

Resiliency quiz by Dr. Nan Henderson https://www.resiliency.com/free-articles-

resources/the-resiliency-quiz/

Resiliency quiz based on Cooper, Flint-

Taylor, & Pearn (2013)

https://www.mindtools.com/pages/article/

resilience-quiz.htm

Table 15.3 (Continued)
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 3. Have you experienced any negative consequences for being passive (not being assertive)? 
Explain what could you have done in those situations to be more assertive?

 4. What other differences do you think there are when comparing passive, assertive, and 
aggressive behaviors?

 5. In addition to the information provided in this chapter, what other recommendations do 
you think could be useful for individuals to be more assertive?

 6. What resources (i.e., training programs, courses, assessment tools, or certificate programs), 
other than the ones listed in Table 15.3, have you found useful for transformational coaches 
to develop resilience? Why?
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Chapter 16

Opening Powerful Inquiries

Sohel M. Imroz

Overview

In the previous two chapters, we talked about developing emotional intelligence, assertiveness, 
and resilience. In Chapter 14, we learned about the role of emotional intelligence, self-awareness, 
self-regulation, social awareness, and relationship management in transformational coaching. 
Chapter 15 discussed developing assertiveness and resilience through transformational coaching. 
In this chapter, we discuss using powerful inquiries and questions in coaching. Coaches should 
understand what kind of questions and inquiries are empowering, tips for asking powerful ques-
tions, and their characteristics. Results of powerful inquiries should also be reflected in an action 
plan and be followed by the coach and the learners.

This chapter attempts to underline:

 ◾ Asking empowering questions
 ◾ Characteristics of empowering questions
 ◾ Examples of empowering questions
 ◾ Turning inquiries into an action plan
 ◾ Action plan checklist

Asking Empowering Questions

Coaching involves asking a lot of questions. The most important point to remember when asking 
questions is that the questions should engage the learners at a deeper level by opening themselves 
more fully about their experiences, perceptions, beliefs, or values. Empowering questions allow 
coaches to motivate and raise consciousness, energy, and passion of the learners (Jake and Gino 
2021). Empowering questions are thought-provoking, open-ended, and challenging questions that 
allow the learners to look for answers, solutions, and new opportunities (2021). Polemis (2022) 
described several tips for asking empowering questions. The following section elaborates on a few.
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Use Open-Ended Questions

Open-ended questions cannot be answered with a simple “yes” or “no.” Instead, open-ended ques-
tions require the leaners to further explore, explain, and elaborate on their points and thoughts. 
Coaches should ask open-ended questions when they want to develop a better understanding 
of the learners and their needs, get more context behind their actions, or investigate the reasons 
behind their feelings or opinions. To highlight the benefits and importance of open-ended ques-
tions, Woodward (2019, para 2) wrote, “Open-ended questions signal to the individual that they 
have the freedom to influence the conversation. With open-ended questions coaching, the con-
versation is dynamic, not directive.” Closed-ended questions are valuable too as they seek specific, 
brief responses. These questions are helpful in finding facts and coaches can use closed-ended 
questions to gain the learners’ commitment and to confirm what they have said.

Avoid Asking Leading Questions

Unlike a simple (neutral) question, a leading question leads the respondents toward a premedi-
tated response or suggests a particular answer that the questioner desires (Formplus Blog 2022). 
Table  16.1 provides few examples of simple (neutral) questions and corresponding leading 
questions.

Leading questions can be based on assumptions or interconnected statements. An assumption-
based leading question communicates a preconceived notion. An example of a leading question 
based on assumption is “Which of our product features did you find most useful?” This question 
assumes that the respondents found the product useful and does not allow them to state if they 
did not find the product useful.

A leading question based on interconnected statements combines two closely related state-
ments. This type of leading question often begins with a statement designed to elicit certain bias 
or predisposition in the respondent’s mind, and then follow up with a question hoping that the 
respondent will agree with the statement (Mahmutovic 2021). An example of a leading question 
based on interconnected statements is “Many employees dislike wearing masks to work. How do 
you feel about this?” The statement in the first part of this question elicits a negative predisposition 
in the respondent’s mind on wearing masks.

There is also a leading question with direct implications. The purpose of this type of question 
is to align respondents to the possibility of a future occurrence of an event (Formplus Blog 2022) 
or to consider the results of their possible reaction to something (Mahmutovic 2021). Questions 
such as “If you enjoy working for this company, will you recommend it to your family or friends?” 

Table 16.1 Examples of Simple (Neutral) Questions and Leading Questions.

Examples of Simple (Neutral) Questions and Leading Questions

Simple (Neutral) Questions Leading Question

Were you in Chicago last week? You were in Chicago last week, weren’t you?

Did you come home that night? You never came home that night, right?

Had you been drinking? Isn’t it true that you had been drinking?

Did you see the stop light? You didn’t see the stop light, did you?

Source: Adapted from Formplus Blog (2022).
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is an example of a leading question with direct implication. Coaches should avoid asking this type 
of question because it sets the learners up for future action or behavior even if they weren’t yet 
thinking that way.

Coercive Leading Questions

This type of question usually forces respondents to provide a specific answer, usually in the affir-
mative (Mahmutovic 2021). The structure of these questions poses a statement followed by a ques-
tion (2021). For example, “Our product satisfactorily met your needs, didn’t it?” Coaches should 
avoid asking this type of question because they are usually framed in an aggressive or “extremely 
forceful” manner (2021, para. Coercive Leading Questions) and usually include explicit or implicit 
coercion.

Avoid Asking Defensive or Judgmental Questions

Defensive or judgmental questions usually convey accusations, criticisms, or even anger, thus, 
resulting in defensive behavior or response from the respondents. Questions starting with “Why” 
can easily be interpreted as being judgmental and trigger defensiveness that could prevent effec-
tive conversation. For example, “Why are you late?” “Why did you do this?” or “Why are you wearing 
that dress?” can be interpreted as being accusatory. Wise (2018) suggested that rephrasing “why” 
questions as “how” or “what” is an effective way of avoiding judgmental tones. Another recom-
mendation for avoiding a defensive or judgmental question offered by Wise (2018) is limiting the 
use of “you” from the question. By following these recommendations, the preceding examples 
of judgmental questions can be rephrased as follows to make them nonjudgmental: “What hap-
pened?” “How did this happen?” and “What is appealing about wearing that dress?”

Transformational coaches should ask empowering questions to build understanding with the 
learners, set direction, shape options, and define next actions (Soler 2014). To build understand-
ing, coaches can ask the learners about what challenges they are facing, what matters to them 
the most, what’s on their mind, what opportunities they are seeing, and what challenges they 
may encounter (2014). To set direction, the learners should explain what they think about the 
best outcome(s), what they are trying to achieve, what they want to happen next, what success 
looks like, and how they will know whether they have succeeded or not (2014). To shape options, 
coaches should help the learners generate ideas by discovering what they have tried until now, 
what options they have, the possibility of each option materialize, and pros and cons of each 
option (2014). Lastly, the learners should clarify what should happen next to define actions. For 
example, clearly understanding what information they need to make a decision, what action(s) can 
be taken now, what kind of resources/support they need and where to get those from, and so on, 
can help the learners define next actions (2014). In each case, coaches should offer observations 
and provide feedback, guidance, and advice based on their knowledge and experience.

Characteristics of Empowering Questions

Empowering questions are powerful because they can change the learners’ focus in an instant, 
transforming their state of mind from limiting to empowering (Tony Yuile Coaching 2022). 
Unlike disempowering questions that focus on blame, regret, excuse, and denial, empowering 
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questions focus on possibilities and positive solutions that help the learners move forward (2022). 
According to Kee et al. (2010, 62),

Powerful questions are a reflection of committed listening and understanding the other per-
son’s perspective that is confirmed through paraphrasing. This suggests a progression from 
listening, paraphrasing for understanding, and then asking powerful questions that yield 
clarity or mediation of thinking.

The Rhode Island Department of Education (n.d.) suggested that powerful questions are 
open-ended and have no hidden agenda. Kee et al. (2010) listed several important character-
istics of powerful questions. For example, like paraphrasing, powerful questions demonstrate 
that the coach actively listens to and understands what the learners are saying. This type of 
question affirms the level of care, commitment, competence, effort, integrity, and skills of the 
coach. In addition, powerful questions give the learners an insight into their own assumptions 
or pattern of thinking and help them understand what holds them back. When faced with this 
type of question, learners are more likely to find greater clarity about their own learning, their 
own behavior, and motivation to look at something in a new way. Lastly, powerful questions 
can encourage the learners to move forward and learn how to act, set goals, and get the help 
they need.

Examples of Empowering Questions

There are numerous empowering and powerful questions that transformational coaches can use 
to create possibilities for the learners and encourage discovery, deeper understanding, and new 
insights for them. The League of Women Voters of the United States (LWVUS) provided several 
situations when powerful questions can be asked to the learners. These situations may be dur-
ing opening a conversation, understanding what’s important, examining the current situation, 
exploring possibilities, going below the surface, probing for clarity, and closing the conversation. 
Table 16.2 illustrates a few sample questions for each situation (LWVUS 2018). These questions 
are nonjudgmental, and they seek to further the coaches’ learning and strengthen the connection 
between the coach and the learners.

Apte (2009) proposed a framework for practice that considers transformational learning from 
the perspectives of the facilitator or coach and the learners. The framework outlines questions for 
reflection based on four components. The following section describes the reflection questions for 
each component focusing on the learners (2009, 173–174).

Confirming and Interrupting Current Frames of Reference

• What is regarded as the “normal” behavior of the learners?
• What examples are used to describe their “good” and “bad” behavior?
• What ideas or stories claimed their attention and what is gripping about them?
• What are their expectations of themselves? Are any expectations impossible or contradic-

tory? Are the expectations coherent with other learners’ expectations?
• What information have the learners never contemplated before?
• What previous practices of the learners become lost along the way?



Opening Powerful Inquiries ◾ 325

Table 16.2 Examples of Situations and Sample Questions.

Examples of Situations and Sample Questions

Situation Sample Questions

Opening a Conversation • What is on your mind?

• What are you hoping for?

• What do you make of it?

• What is the goal/issue/objective?

• What led/brought you here?

Understanding What’s Important • What do you want/need/feel?

• What is going on?

• What is important to you? Why?

• What will it get/prevent you?

• What does success/failure look like?

• What is at stake/risk?

Examining the Current Situation • What is/is not working?

• What do you notice/see/think?

• What stands out?

• What strikes/bothers you?

• What drives/energizes you?

• Who drives/energizes you?

• Who/what drains you?

• What have you tried?

• What is it like? What is the reality?

• What do you think is best?

Exploring Possibilities • What/what else is possible?

• What is different/new about this?

• What will work/change?

• What/How might you do?

• What will/might be next/different?

• What moves/resonates for you?

• What could you do more/less of?

• What if you could/could not?

Going below the Surface • What/how do you wish/feel/want/love?

• What are you holding onto/letting go?

• What about it excites/scares you?

• What is good/bad about it?

• What/who are you tolerating/becoming?

• What is costing/stopping/encouraging you?

• How do you perceive me?

• How do I come across?

• What is the question/choice?

• What are you discovering/resisting?

• What are you learning from it? 

(to ask yourself)
• What might I not see/understand?

• What pain am I experiencing/avoiding?

(Continued)
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Working with Triggers for Transformational Learning

• What are the differences in perspective among the learners?
• What evoked their curiosity and anxiety?
• What were they surprised by?
• What specific dilemmas are they raising?
• What hopes do they express?
• Do the learners experience any contradiction between what they want to be and what they 

currently are?

Acknowledging a Time of Retreat or Dormancy

• What indicates that the learners are having doubts about the change?
• Is there inertia around some things?
• What are the learners avoiding?
• What provokes their anger or defensive responses?
• What could the learners lose if their current assumptions are not confirmed?
• What aspects of their learning would require significant courage?
• Are there risks that might occur if the learners move forward with the transformational change?
• What do the learners say is impossible for them?

Examples of Situations and Sample Questions

Situation Sample Questions

Probing for Clarity • What/why do you mean/feel/like?

• What/who/how else?

• What now/then?

• With whom?

• By whom/when?

• What feels unclear/confusing/challenging?

• Would you?

• Like what?

• Say more.

Closing the Conversation • What could you do/stop doing?

• What will you do next/commit to?

• How would you do/stop doing it?

• What should you do/stop doing?

• What one thing will you do/stop doing?

• What decisions/conclusions do you make?

• What is standing in your way?

• How are you going to overcome challenges?

• What is your back up plan?

• What can I do to help?

Source: Adapted from LWVUS (2018).

Table 16.2 (Continued)



Opening Powerful Inquiries ◾ 327

Developing the New Perspective

• What capabilities are emerging in the learners?
• How are their views shifting over time?
• What strategies are the learners interested in developing further and testing in their own lives?
• How can the learning be continued?
• What reactions do the learners expect from others?

Turning Inquiries into an Action Plan

An effective action plan is the roadmap for successful transformational coaching. Information 
gathered after asking all the questions must result in creating an action plan to help the coach 
and the learners. An action plan is a checklist of steps, tasks, and resources needed to complete 
projects, achieve goals, or obtain desired results (Udoagwu 2022).

Bonilla (2019) mentioned several benefits of having an action plan. For example, an action 
plan can provide the coach and the learners with the clarity they need to prioritize their time 
and energy. An action plan is more than a simple “to-do” list. While a to-do list typically 
reminds us of what needs to be done, an action plan has goals and promotes action, momen-
tum, and results (Gray 2018). For the coach and the learners, an action plan provides a sys-
tematic approach to managing their time most effectively. By taking the time to develop an 
effective and organized action plan, they can be more accountable and stay on track without 
forgetting tasks or missing critical steps needed to accomplish their goals (2018). In addition, 
following an action plan provides them a way to measure and track progress as they complete 
necessary tasks. Lastly, an action plan allows the coach and the learners to prioritize tasks 
based on criteria determined by them (2018). Athuraliya (2022) explained how to create an 
effective action plan in seven steps:

 1. Define end goals: The first step for writing an action plan is identifying the goal(s). Failure 
to clearly identify what the coach and the learners want to achieve will result in an unsuc-
cessful coaching engagement. Each goal identified in this step should be in SMART for-
mat—Specific (well-defined and clear), Measurable (include measurable indicators to track 
progress), Attainable (realistic and achievable using the resources available), Relevant (in 
line with other goals), and Time-bound (has a completion date).

 2. List the tasks to be completed: These are the guidelines or step-by-step tasks that need 
to be completed to achieve the goals. Identifying necessary task should be a collaborative 
effort and jointly prepared by the coach and the learners so they are aware of their roles and 
responsibilities (Athuraliya 2022). Larger and more complex tasks should be broken down 
into smaller ones, so they are easier to execute and manage. Using a RACI (Responsible, 
Accountable, Consulted, and Informed) matrix can be beneficial in clarifying roles and 
responsibilities and planning for projects (2022).

 3. Prioritize the tasks and add deadlines: The third step of creating an action plan involves 
prioritizing each task and assigning a realistic and reasonable completion date for each. 
Before setting up the completion date, consult with the person(s) responsible for carrying out 
the task and understand their capacity and competence. There are many ways of prioritizing 
tasks, for example, based on their urgency and impact. Urgency is a measure of how quickly a 
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task needs to be completed. Impact is the extent of potential negative consequences or dam-
age caused by the task before it is completed. Table 16.3 illustrates the famous Eisenhower 
Matrix, also known as the Priority Matrix, which is a simple but powerful tool for action 
planning and strategic management.

 4. Set milestones: A project milestone is a management tool used to delineate a point in a proj-
ect schedule (e.g., start and finish of a significant task, mark the completion of a major phase, 
etc.) (Westland 2021). In a coaching relationship, a milestone can be defined as “an action or 
event marking a significant change or stage in development” (Seither 2017, para. Just what 
is a milestone exactly?). Regarding Jack Mezirow’s ten phases of transformational learning, 
successful completion of each phase can be a milestone. By setting milestones, the coach and 
the learners look forward to something worthy to accomplish and celebrate in short term, 
which helps them stay motivated even though the ultimate goals can be achieved far later in 
the future.

 5. Identify the resources needed: Project resources are components necessary for successful 
project implementation—people, equipment, money, time, knowledge, and so on. A lack of 
resources is a constraint on completing the project. According to Morgan (2021), an effec-
tive coaching relationship requires five essential resources: commitment, time, coachability, 
chemistry, and trust. Commitment requires a high level of motivation from the coach and 
the learners. Effective coaching takes time, which must be allotted, protected, and honored 
by everyone involved for the coaching process to work. Being coachable is one of the biggest 
prerequisites for transformational coaching success.

Learners who are open to coaching and will engage earnestly in the process are more 
likely to be benefitted because of coaching. Like any relationship, there needs to be chem-
istry between the coach and the learners. The chemistry in a coaching relationship can be 
described as a connection among the participants rooted in mutual respect and admiration 
(Resnick 2021). Lastly, the learners cannot make progress in coaching if they don’t believe in 
the commitment, competence, and expertise of the coach. The coach should also be diligent 
in building rapport and trust with the learners.

 6. Visualize the action plan: This step presents and shares the action plan in a visual format 
so others can easily understand. Tools such as flow charts, Gantt charts, or simple tables 
can present the action plan and its core components such as tasks, task owners, deadlines, 
resources, and so on. By presenting the action plan using these tools, the coach and the 
learners can display a visual view of tasks against time. Other critical information such as 

Table 16.3 The Eisenhower Priority Matrix.

The Eisenhower Priority Matrix

Tasks High Urgency Low Urgency

High Impact Do first

(Highest priority)

Do later

(Moderate or low priority)

Low Impact Delegate

(Moderate or low priority)

Eliminate

(Lowest or no priority)

Source: Adapted from Victorino (2020).
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who is assigned to what tasks, duration of tasks, and overlapping activities can also be easily 
understood by visualizing the action plan (Kashyap 2022).

 7. Monitor, evaluate, and update the action plan: The final step is to monitor, evaluate, and 
update the action plan after implementing it. Monitoring the plan helps the coach and the learn-
ers to ensure that the action plan is being implemented as expected. Several questions should be 
asked when monitoring the implementation: Has each step been implemented correctly? Has each 
step been implemented on time? Has the expected outcome emerged by completing each step? One or 
more corrective actions may be necessary based on the answers to these critical questions.

Once the action plan has been implemented, its results need to be evaluated. Evaluating the 
results allows the coach and the learners to determine the level of success in achieving the goals. 
Evaluating the results also helps them determine if the action plan should be updated as required. 
Regardless of the success or failure of implementation, evaluating the results allows the coach and 
the learners to understand lessons that can be utilized during future coaching partnerships. Based 
on the lessons learned, the action plan must be updated.

Action Plan Quality Checklist

Based on the preceding discussion, major components of an action plan include goals, action 
steps, resources, and timeline. To assess the overall quality of an action plan, the quality of each 
component should be assessed. Table 16.4 illustrates a checklist of sample questions that can be 
asked to assess the quality of each action plan component (National Center for Pyramid Model 
Innovations—NCPMI 2020).

Table 16.4 Action Plan Quality Checklist.

Action Plan Quality Checklist

Goals  1. Does the goal include one or more specific actions a learner will do?

 2. Is the goal properly framed according to the SMART format?

 3. Are there times of day, activities, routines, or transitions included to make 

it clear when the learner should implement the practice(s)?

 4. Is the goal achievable within the next two to three coaching cycles?

 5. Is it clear how the learner and coach will know when the goal is achieved?

Action Steps  1. Are there two or more action steps to break down how the goal will be 

achieved?

 2. Is there at least one action step that includes what support the coach will 

provide (e.g., modeling, side-by-side verbal/gestural support, videotaping, 

etc.)?

 3. Are tasks, task owners, milestones, deadlines mentioned?

Resources  1. Are materials or resources listed for all action steps?

 2. Is there any contingency plan in place when resources are not adequate?

Timeline  1. Is there a timeline of completion for each action step?

 2. Are the timelines reasonable?

 3. Have the timelines been agreed upon by the coach and the learners?

Source: Adapted from NCPMI (2020).
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Key Takeaways

 1. Tips for powerful inquiries and questions include asking open-ended questions, avoiding 
leading questions, and avoiding defensive or judgmental questions.

 2. Situations in which powerful inquiries and questions are helpful include during opening a 
conversation, understanding what’s important, examining the current situation, exploring 
possibilities, going below the surface, probing for clarity, and closing the conversation.

 3. Creating an effective action plan requires seven steps: define the goals; list the tasks to be 
completed for each goal; prioritize the tasks and add deadlines; set milestones; identify the 
resources needed; visualize the action plan; and monitor, evaluate, and update the action 
plan as needed.

 4. The quality of the overall action plan depends on assessing the quality of its goals, action 
steps, resources, and timeline.

List of Discussion Questions

 1. This chapter illustrates several tips for asking empowering questions. What other tips, in 
your opinion and experience, should be useful in asking empowering questions during 
transformational coaching?

 2. This chapter also provides examples of various situations where empowering questions can 
be asked. What other situations you believe are appropriate? What empowering questions 
should be asked in those situations? Explain in detail.

 3. Describe a project for which you created an action plan. How effectively did you implement 
each step of creating an action plan described in this chapter? What challenges were faced in 
each step? How did you overcome the obstacles?

 4. How do you assess the quality of an overall action plan? Should other items be added to the 
quality assessment checklist? Explain why.
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ASSESSMENT,  

FEEDBACK, AND 

SELF-EVALUATION

Assessment, feedback, and self-evaluations are the hallmarks of committed leaders, managers, or 
transformational coaches. People committed to their development as professionals conduct the 
process of self-reflection and self-evaluation to better themselves. Part VI is about these valuable 
processes. In addition, this part is about reviewing how the readers learned and how they can use 
what they learned in their lives.

Chapter 17. Assessment and Feedback

The importance of assessment and feedback in transformational coaching, including steps in how 
to carry them out, is covered in Chapter 17.

Chapter 18. How to Use What You Learned

Chapter 18 covers how readers can utilize what they learned, and where and with whom they can 
use what they learned.

Chapter 19. Transformational Coaches’ Self-Reflection 
and Self-Evaluation through Self-Rating

Chapter 19 discusses Ttansformational coaches’ opportunity for self-reflection and self-evaluation 
through self-rating systems.

VI
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Chapter 17

Assessment and Feedback

William J. Rothwell

Overview

This chapter focuses on the important topics of assessment and feedback.

 ◾ What do those terms mean?
 ◾ Why are they so important?
 ◾ Who carries out assessment and feedback in transformational coaching?
 ◾ When and where are they carried out in the transformational coaching process?
 ◾ How can the steps of assessment and feedback be described?

What are different assessments—such as diagnostic assessments, formative assessments, sum-
mative assessments, ipsative assessments, confirmative assessments, norm-referenced assessments, 
and criterion-referenced assessments? What are different forms of feedback—such as diagnos-
tic feedback, formative feedback, summative feedback, ipsative feedback, confirmative feedback, 
norm-referenced feedback, and criterion-referenced feedback?

This chapter addresses all these important questions.

What Is Meant by Assessment and Feedback?

In the most general sense, assessment means discovering or exploring a person, object, and phe-
nomenon. And, in the most general sense, feedback means returning information about a person, 
object, or phenomenon to the original source. Feedback is often associated with returning infor-
mation about the output of a process to the input. There are 17 definitions of what feedback is 
(Yourdirectory 2022).

In organization development (OD), assessment is usually associated with gathering informa-
tion from all important stakeholders about the status of their organization. That information can 
focus on existing problems (such as posing a question like “what seems to be the biggest problem 
facing your organization?”), existing strengths (such as posting a question like “what seems to be 
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the biggest strength of your organization?”), or both problems and strengths. Once that informa-
tion is gathered, it is then fed back to all key stakeholders to gain some level of agreement on what 
are the problems or strengths of an organization (or other group such as department, team, or 
person). When that information is fed back to all stakeholders, it often creates cognitive dissonance, 
understood to mean a feeling in which descriptions of current conditions do not match among a 
group of people (Harmon-Jones 2019).

Cognitive dissonance can be an impetus for change, as all key stakeholders seek to bring 
their views into alignment. For some business observers, a key difference between organization 
development and other fields is that OD encourages stakeholders to take responsibility to do their 
own diagnosis of organizational conditions (rather than relying on an expert consultant), and the 
feedback process actually helps to build a readiness for change so important in preparing an orga-
nization for acting (Rothwell et al. 2017).

Assessing can be a change effort in its own right as it prompts people to reflect on pres-
ent or future conditions—and differences between what is happening now and what should 
happen now or between what is at present and what should be in the future (Rothwell and 
Bakhshandeh 2022). Likewise, feedback can also be a powerful strategy to build readiness for 
change. When people know what other people think or feel, it can be a compelling engine for 
change. A classic work in organization development focused on giving and receiving feedback 
(Nadler 1977).

An important point to understand is that assessment and feedback in organization develop-
ment often focus on the common elements identified across a group of people. That approach 
is familiar to those steeped in qualitative research methods in which interview transcripts are 
analyzed, coded, and common themes are identified (Bazely 2020). Finding common themes 
(viewpoints) across group members can be useful in surfacing shared understandings of problems, 
solutions, action plans, strengths, and ways to leverage strengths to future advantage. But it can 
also be important to identify, and flag for group consideration, issues pinpointed by vocal minori-
ties when exploring issues affecting groups or organizations.

Assessment and feedback in coaching often involves gathering formation about individuals 
through informal means (such as interviews) or formal means (such as instruments) and then 
feeding that information back to the coachee to prompt self-reflection about problems, solutions, 
strengths, and actions. In transformational coaching, the coach usually tries to help the coachee 
move past initial, emotional reactions to data gathered and fed back and then to accept common 
themes for action.

Why Are Assessment and Feedback So Important?

No individual or group will change unless a clear reason exists. It is a fundamental view of 
psychology that no individual or group can change unless the person or group is motivated to 
change (Burgett-Martell 2012). Assessment can prompt people to change by prompting self-
reflection; feedback can prompt people to change by showing information gathered from other 
sources.

Assessment and feedback provide new insights for individuals and/or groups to prompt a will-
ingness to change. The common threads identified in assessment will show common interpre-
tations of problems—or of strengths. The common threads provided in feedback will prompt 
corrective action for weaknesses and opportunities for building on strengths.
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Who Carries Out Assessment and Feedback 
in Transformational Coaching?

Usually, assessment and feedback in transformational coaching is carried out by the coach. The 
coachee provides information. If other people are asked about the coachee, that information is also 
organized and fed back to the coachee as a starting point to begin the change process.

Assessment generally focuses on what needs to be changed and how that change should occur. 
But feedback generally focuses on the information gathered during the assessment from the 
coachee and from others. Insights of the coach are often provided, though care must be taken 
about making the coachee defensive.

Feedback itself should naturally lead into determining what actions should be taken to correct 
any gaps revealed through the assessment. In organization development, moving from providing 
feedback to setting plans for improvement is called action planning.

Coaching can be directive or nondirective. If it is carried out in a directive way, coaches typically 
assumes responsibility for identifying what the coachees should change and how the coachees should 
change. In nondirective coaching, coaches provide the coachees with the information gathered during 
the assessment—such as the results of a 360-degree assessment—and then guides the coachees through 
identifying areas for improvement and establishing action plans to bring about that improvement.

In transformational coaching, the goals of assessment and feedback transcend that of tra-
ditional directive or nondirective coaching in that transformation requires a quantum leap of 
perspective. Assessment and feedback are used to provide a baseline for improvement, but trans-
formation requires going beyond obvious corrective solutions. Coaches bear the challenge of guid-
ing coachees to see beyond immediate corrective actions to explore steps beyond those.

Perhaps a simple example will help to illustrate the difference between traditional coaching 
and transformational coaching.

Here is a situation. Jonna Henderson is a customer service manager. When the coach asks her 
workers about her, they complain that she lacks interpersonal skills. They willingly offer numerous 
examples of how she would berate workers publicly, ensuring their humiliation, or would scold 
workers publicly for what they did—or failed to do. When the coach fed back that assessment 
information to Jonna (the coachee), she rejected the feedback. She claimed that the workers did 
not like her because she was too direct, but she saw nothing wrong with being direct.

Often coaches find they must work through the stages in the Kübler-Ross stages of grief. 
Recall those stages are (Kübler-Ross 2011):

 ◾ Denial: When coachees initially hear feedback from others, they often deny what they hear. 
If specific examples are cited and the weight of evidence reaches a tipping point, coachees 
move to the next stage.

 ◾ Anger: As specific examples are cited, coachees may try express anger about those who 
offered the examples. They may try to diminish the value of what they hear by casting asper-
sions on those who provided the examples (for example, “that person never liked me”).

 ◾ Bargaining: As a stage beyond anger—which may be reached if the evidence is substantial 
and the coachees have had time to reflect on that evidence, they may bargain. That can sug-
gest easy ways to address the problem that do not address the root issues.

 ◾ Depression: When it becomes apparent that bargaining will probably not work, the coachees 
may grow depressed. That can be expressions like “I am [mention their age]. I am too old to 
change. I give up.” That expresses depression.
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 ◾ Acceptance: Given time, and prompting from coaches, coachees will overcome the depres-
sion stage. When they overcome depression, they will accept the need to change. At that 
point they are ready for effective coaching.

Table 17.1 as a tool for helping in applying these steps to transformational coaching.
In transformational coaching, coaches should facilitate coachees to move past acceptance 

and to get creative in their thinking about ways to overcome their problems (identified through 
the assessment) or to leverage their strengths (which can also be uncovered through assessment). 
Transformational coaching must facilitate a process by which coachees move past obvious solu-
tions and actions to those that will lead to profound (quantum leap) change. Coaches may have 
to help coachees explore double-loop learning in which they reflect on how they learn to improve 
and move beyond that to creative, innovative solutions (Argyris 1976). Coaches who apply help 
coachees to explore double-loop learning may ask them to describe publicly why they behave as 
they do. That may reveal their motivations and the assumptions behind their actions. That process 
may prompt other people to offer alternative ways of thinking and behaving.

Table 17.1 Applying the Kübler-Ross Model to Transformational Coaching.

Applying the Kübler-Ross Model to Transformational Coaching

Directions: For each stage of the Kübler-Ross Model appearing in the left column, brainstorm 

in the right column what you—as transformational coach—should do to guide the 

coachee(s) through these steps. There are no absolute right or wrong answers, though some 

answers may be better than others. Add more space/paper if needed on this worksheet.

Phases of Grieving in the Kübler-Ross Model What Should You (as 
Transformational Coach) Do 
to Facilitate the Coachee(s) 
to Move Past These Stages?

1 Denial: The coachees reject what they were told.

2 Anger: The coachees move from rejection of what they 

are told to anger about it.

3 Bargaining: The coachees move from anger to efforts to 

negotiate what they heard or what they should do about 

what they hear.

4 Depression: The coachees are depressed that they can 

never address the issues they heard about.

5 Acceptance: The coachees accept what they have been 

told and move to a willingness to take corrective action.

6 (New and additional stage) 

Transformation: The coachees explore and investigate 

creative, innovative ways to address the results of 

assessment and the feedback they have been given 

about their behavior.

Source: Adapted from Kübler-Ross (2011).
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When and Where Are Assessment and Feedback Carried 
Out in the Transformational Coaching Process?

Assessment and feedback is often carried out more than once during transformational 
coaching. Assessment and feedback can be first-order, second-order, third-order, or even 
fourth-order.

First-Order Assessment and Feedback

Before coaches are invited to work with coachees, other people—whom we shall call the change 
effort sponsors—may observe the coachees, noting that they need to change their behavior. 
Perhaps the sponsors hear that from others—such as those who report directly to the coachee; 
perhaps the sponsors observe problematic behaviors with the coachees first-hand. In first-
order assessment and feedback, the sponsors of the change effort may try to serve as coaches 
themselves.

Second-Order Assessment and Feedback

If the first-order assessment and feedback effort proves ineffective, sponsors may call in other 
people to provide more professional coaching services. Those services would be carried out by 
transformational coaches, tasked with helping coachees improve their behavior and perhaps go 
beyond mere corrective actions to pursue new, and better, behaviors.

In second-order coaching, coaches may have to convince coachees of the need to change by 
gathering data. That data gathering effort is assessment. When data from several sources are col-
lected and given back to coachees, it is the feedback phase. Assessment may also be carried out 
with instruments—such as the Myers-Briggs Type Indicator (MBTI), the Disc, and many other 
instruments. Feedback should motivate coachees to change.

Third-Order Assessment and Feedback

In third-order assessment and feedback, coachees are encouraged to gather assessment informa-
tion themselves. They then feed it back to their coaches and ask for help to make sense of it and to 
establish the most effective improvement actions. Coaches facilitate the assessment process carried 
out by the coachees themselves. Coaches also help coachees make sense of what they learned from 
the assessment.

Fourth-Order Assessment and Feedback

In fourth-order assessment and feedback, coachees are encouraged to enlist other people beyond 
coaches and sponsors to help them assess their (the coachees’) behavior and to interpret it. 
Fourth-order assessment and feedback is a sophisticated level, demonstrating self-awareness and 
mindfulness.

Figure 17.1 illustrates the four levels of assessment and feedback.
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How Can the Steps of Assessment and Feedback Be Described?

Coaches organizing their coaching session—or sessions—may find it helpful to think of assess-
ment and of feedback as a series of steps. By doing that, it becomes easier to structure assessment 
and feedback.

While variations can occur to accommodate specific client needs, a typical assessment protocol 
or sequence of steps might be:

 1. Determine the purpose of the assessment.
 2. Clarify the relative readiness of coachees to participate in assessment and secure support if 

needed.
 3. Determine who should provide information.

Figure 17.1 The Four Levels of Assessment and Feedback.

Source: Author’s Original Creation. Copyright 2022 by William J. Rothwell.
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 4. Clarify what kind of information should be provided in keeping with the purpose.
 5. Select sources of data gathering by which to carry out the assessment.
 6. Organize the assessment results, pinpointing common themes.

Table 17.2 is a tool for help in applying these steps of assessment to transformational coaching.
The steps in feedback, which usually follow the assessment, are:

 1. Analyze the relative readiness of coachees to receive feedback.
 2. Ask coachees if they are prepared to receive the assessment results.
 3. Organize the feedback in a way intended to garner results desired by the coach.
 4. Select the best venue or medium by which to share assessment results.
 5. Share the assessment results.
 6. Listen to the coachees’ reactions, paying attention to what is said and how the results are 

received.
 7. Encourage the coachees to brainstorm on what actions to take because of the assessment and 

feedback.
 8. Ask provocative questions to encourage the coachees to move beyond obvious solutions 

and actions to take and explore creative and innovative approaches to solutions and 
actions.

Table 17.2 A Worksheet for Conducting Assessment in Transformational Coaching. 
Author’s Original Creation.

A Worksheet for Conducting Assessment in Transformational Coaching

Directions: For each step of assessment in coaching appearing in the left column, brainstorm 

in the right column what you—as transformational coach—should do to carry out the step. 

Try to list activities at the task level so you are clear what you will do before the session with 

coachee(s). There are no absolute right or wrong answers, though some answers may be 

better than others. Add more space/paper if needed on this worksheet.

Steps in Assessment What Should You (as 
Transformational Coach) Do?

1 Determine the purpose of the assessment.

2 Clarify the relative readiness of coachees to 

participate in assessment and secure support if 

needed.

3 Determine who should provide the information.

4 Clarify what kind of information should be provided 

in keeping with the purpose.

5 Select sources of data gathering by which to carry 

out the assessment.

6 Organize the assessment results, pinpointing 

common themes.

Source: Copyright 2022 by William J. Rothwell.
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Table 17.3 is a tool for help in applying these steps of assessment to transformational coaching.

What Are Different Types of Assessments?

Diagnostic Assessments

Diagnostic assessments, as the phrase implies, helps diagnose what should be improved with 
coachees. Diagnosis implies that something is wrong and needs to be fixed. The term diagnosis, 
commonly used in medicine, suggests there are differences between signs and symptoms (the con-
sequences of a problem) and the root cause(s) of the problems.

Diagnosis in coaching usually requires the gathering of information. There are many ways 
to do that. Diagnosis can proceed from data gathered through journals, assessment instruments, 
interviews, posters, focus groups, performance tests, surveys, diaries, and many more.

Table 17.3 A Worksheet for Providing Feedback in Transformational Coaching. Author’s 
Original Creation.

A Worksheet for Providing Feedback in Transformational Coaching

Directions: For each step of feedback in coaching appearing in the left column, brainstorm in 

the right column what you—as transformational coach—should do to carry out the step. Try 

to list activities at the task level so you are clear what you will do before the session with 

coachee(s). There are no absolute right or wrong answers, though some answers may be 

better than others. Add more space/paper if needed on this worksheet.

Steps in Feedback What Should You (as 
Transformational Coach) Do?

1 Analyze the relative readiness of coachees to receive 

feedback.

2 Ask coachees if they are prepared to receive the 

assessment results.

3 Organize the feedback in a way intended to garner 

results desired by the coach.

4 Select the best venue or medium by which to share 

assessment results.

5 Share the assessment results.

6 Listen to the coachees’ reactions, paying attention to 

what is said and how the results are received.

7 Encourage the coachee to brainstorm on what actions to 

take because of the assessment and feedback.

8 Ask provocative questions to encourage the coachees to 

move beyond obvious solutions and actions to take 

and explore creative and innovative approaches to 

solutions and actions

Source: Copyright 2022 by William J. Rothwell.
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Formative Assessments

Formative assessments are carried out to help coachees to learn and develop. They are assessments 
gathered “as you go along.” Examples might include questions at the opening of the coaching ses-
sion (such as “how do you think you are progressing in this coaching change effort?”), during the 
coaching session (such as “now that we taking a coffee break, how do you feel things are going?”), 
or at the end of one coaching session before others (such as “now that we have finished this session, 
how do you think things are going? What should we focus on in future sessions?”).

Summative Assessments

Summative assessments are carried out when the coaching intervention or change effort is winding 
to a close. Perhaps there have been many coaching sessions. When the coach and/or the coachees 
feel that the coaching effort is ready for conclusion, there may be need to summarize the progress 
made. As an example, the coach may ask the coachees “how do you feel things have gone since the 
beginning? How have you progressed? What more do you feel you should work on by yourself?”).

Ipsative Assessments

The word ipsative comes from the Latin term meaning “of the self.” An ipsative assessment is thus 
an assessment carried out by coachees. They can do that in open-ended ways (such as keeping a 
diary or journal, or participating in discussions in which they ask questions about their progress), 
or they can do that in closed-ended ways using instruments.

Many instruments are popular to help people self-assess themselves. Among the most popular 
are the Myer-Briggs Type Indicator (MBTI) and the Disc. Many such instruments are described 
in the Mental Measurements Yearbook. The Yearbook can be found in most academic library refer-
ence rooms. Yearbooks list the complete statistical history of many instruments, indicating how 
valid and reliable they have been. Special topics can also be sourced among instruments. For 
instance, if coachees are concerned about proclivity to violence, the Yearbook lists instruments that 
predict the likelihood that individuals will commit violence in the workplace.

Confirmative Assessments

A new way of thinking about assessment, confirmative assessment measures progress after a year or 
more. Important in continuous improvement efforts, confirmative assessment embeds assessment 
in every part of the coaching effort. Misanchuk (1978) originally introduced confirmative evalua-
tion, but the same principle can be applied to coaching and not just learning or evaluation. Time 
distinguishes confirmative assessment from its formative and summative brethren. A  common 
approach to this form of assessment is to rely not on one person but on a team of people to assess 
the coachees’ performance.

Norm-Referenced Assessments

A norm is an unspoken rule of behavior. Norms are the building blocks of corporate culture. 
When people work together for some time, they establish unspoken ways of interacting. At the 
small-group level those rules are called norms; at the corporate level, the rules are called culture.
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Norm-referenced assessments compare an individual’s behavior to that of other individuals. In 
colleges, students are familiar with tests graded “on a curve.” The curve is a means of comparing 
student performance to other students in the same group.

When norm-reference assessments are carried out in coaching, individuals (coachees) are compared 
to other individuals. Workers may, for instance, be invited to compare the behavior of their supervisor 
to others—or else coachees will be invited to consider how they handle situations to how others carry 
out similar situations. That may offer perspectives that shed light on behavioral differences.

Criterion-Referenced Assessments

Criterion-referenced assessments are based on established criteria (“what should be”) standards 
of performance or behavior. Coachees may be compared to a pre-established yardstick of what 
behavior or job results should look like.

There are many ways to establish such criteria. Management in an organization may come 
up with a list of desired standards of behavior and/or performance. People are measured against 
those standards. The standards may be aspirational (meaning they are merely desired, but it is 
possible no one person actually aligns perfectly with the established standards) or research based. 
Research-based standards may be occupational (that is, behavior or performance established by 
a professional licensure or certifying body) or organizational (that is, behavior or performance 
established by studying those whose job performance is best-in-class or average).

Competency models provide an excellent way to think about criterion-referenced assessments. 
Experienced, and even top, performers are studied to discover what makes them so effective. 
A common way to develop competencies is to conduct behavioral event interviews (BEIs) with job 
performers. The results are then analyzed to find common themes using thematic analysis. The 
common themes are then turned into competencies, understood to mean the characteristics shared 
in common by performers. Competencies can be measured by behaviors or work outputs (see 
Rothwell et al. 2015). The behaviors linked to the competencies can be arrayed in order of prefer-
ence—that is, some behaviors are more desirable or more linked to top productivity than to others.

The behaviors linked to competencies provide an excellent basis for assessment and feedback 
for use by coaches with coachees. Behaviors are observable, and it is easy to see them, count them, 
or measure their duration. Assessment carried out using competency-based approaches can be 
most helpful and can get away from purely subjective measures of performance or behavior.

What Are Different Forms of Feedback?

Diagnostic Feedback

Diagnostic feedback is offered to help coachees identify the root causes of issues identified through 
assessment. In directive coaching, the coach may simply declare what has been observed. In nondi-
rective coaching, the coach may carefully summarize the assessment information gathered from one 
or many sources and then encourage the coachees to interpret what that information means to them.

Formative Feedback

Formative feedback is offered as events occur. During the coaching process, for instance, coaches 
may comment about how they see coachees engaging in the change process. When coaches com-
ment on the behavior of coachees during the coaching process, that is formative feedback. It can 
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be powerful in changing behavior or affecting perceptions. Feedback is itself a change effort, as 
assessment is.

Summative Feedback

Summative feedback is offered at the end of one or more events. For example, coaches may offer 
their thoughts on progress to date to coachees at the end of a coaching session or a chain of related 
coaching sessions. That would represent summative feedback.

Ipsative Feedback

Ipsative feedback is conducted by coachees themselves. They may be asked to reflect on what they 
should change in the coaching experience, how they should change, why they should change, and 
what they should change. In ipsative feedback, coachees give themselves feedback on their own 
progress—and future change targets.

Confirmative Feedback

Confirmative feedback is offered over time. Confirmative feedback is embedded in the change effort 
itself. It can occur minute-by-minute as social interaction occurs between coaches and coachees.

Norm-Referenced Feedback

Normative-referenced feedback compares the progress of coachees to other people. If two people 
are in coaching to make similar changes comparing their progress and then telling them about it 
would be an example of normative-referenced feedback.

As a simple example, imagine that one coach is working with two managers to improve their 
active listening skills. The coach might make a statement like this to one manager: “Compared 
to Mary, you are progressing faster in improving your active listening skills.” A statement, while 
normative-reference feedback, might be offered for numerous reasons. It could be an effort to 
compliment the coachee.

Criterion-Referenced Feedback

Criterion-referenced feedback offers feedback to coachees based on standards of behavior or job 
performance. A  simple example would be to prepare a survey instrument that invites raters to 
compare a coachee’s behavior to that listed on a competency model for that individual’s job cat-
egory. When the rating is carried out, that is the assessment. When the results are fed back and 
used as the basis for identifying solutions, that is criterion-referenced feedback. When used in 
transformational coaching, coaches need to encourage thinking beyond the obvious solutions to 
breakthrough, quantum leap improvements that will require creative rumination.

Key Takeaways

Important distinctions and major takeaways from this chapter are listed here. This chapter clarifies 
how assessment and feedback can be used in transformational coaching. What follows is a sum-
mary of the chapter’s key points:
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 1. In the most general sense, assessment means discovering or exploring a person, object, and 
phenomenon. And, in the most general sense, feedback means returning information about 
a person, object, or phenomenon to the original source. Feedback is often associated with 
returning information about the output of a process to the input.

 2. Assessing and providing feedback can be change efforts.
 3. Assessment and feedback are important because they justify action.
 4. Usually, assessment and feedback in transformational coaching is carried out by the coach. 

The coachee provides information. If other people are asked about the coachee, that infor-
mation is also organized and fed back to the coachee as a starting point to begin the change 
process.

 5. Coaching can be directive or nondirective. If it is carried out in a directive way, coaches 
typically assumes responsibility for identifying what the coachees should change and how 
the coachees should change. In nondirective coaching, coaches provide the coachees with 
the information gathered during the assessment—such as the results of a 360-degree assess-
ment—and then guides the coachees through identifying areas for improvement and estab-
lishing action plans to bring about that improvement.

 6. In transformational coaching, the goals of assessment and feedback transcend that of tradi-
tional directive or nondirective coaching in that transformation requires a quantum leap of 
perspective.

 7. Often coaches find they must work through the stages in the Kübler-Ross stages of grief.
 8. In transformational coaching, coaches should facilitate coachees to move past acceptance 

and to get creative in their thinking about ways to overcome their problems (identified 
through the assessment) or to leverage their strengths (which can also be uncovered through 
assessment).

 9. Assessment and feedback can be first-order, second-order, third-order, or even fourth-order.
 10. There are many steps in assessment. They include:

• Determine the purpose of the assessment.
• Clarify the relative readiness of coachees to participate in assessment and secure support 

if needed.
• Determine who should provide information.
• Clarify what kind of information should be provided in keeping with the purpose.
• Select sources of data gathering by which to carry out the assessment.
• Organize the assessment results, pinpointing common themes.

 11. The steps in feedback, which usually follow the assessment, are:
• Analyze the relative readiness of coachees to receive feedback.
• Ask coachees if they are prepared to receive the assessment results.
• Organize the feedback in a way intended to garner results desired by the coach.
• Select the best venue or medium by which to share assessment results.
• Share the assessment results.
• Listen to the coachees’ reactions, paying attention to what is said and how the results are 

received.
• Encourage the coachees to brainstorm on what actions to take because of the assessment 

and feedback.
• Ask provocative questions to encourage the coachees to move beyond obvious solutions 

and actions to take and explore creative and innovative approaches to solutions and 
actions.

 12. There are many assessments and feedback types. The chapter reviewed them.
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Discussion Points and Coaching Questions

 1. Sponsors do not always see the need for assessment. How can they be convinced that it may 
be necessary?

 2. Coachees do not always accept the results they hear from assessment when fed back to them. 
How can they be helped to accept the results of assessment?

 3. How should assessment and feedback in transformational coaching differ from the same 
approach used in other types of coaching?

 4. When should assessment be carried out during coaching?
 5. When should feedback be carried out during coaching?
 6. What is your opinion about the best ways that coaches can learn to carry out assessment? 

Carry out feedback?
 7. Although not discussed in this chapter, do you feel that assessment and feedback carried out 

using virtual methods might be different in quality than assessment and feedback carried 
out using other methods?

 8. Should the coachee offer feedback to the coach? If so, how should that be done?
 9. When should assessment stop?
 10. What do you feel might be the future of assessment? Feedback? If you have time, do a 

quick browser search to see if you can find information on the future of assessment and/or 
feedback.
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Chapter 18

How to Use What 
You Learned

Behnam Bakhshandeh

Overview

Transformational coaching processes and approaches cover many professional and personal ele-
ments of participants’ lives even if they participated in an individual format, as a team or group for-
mat, as a department, or even in the organization. As this book has covered many models, methods, 
and processes of implementing transformational coaching, you witnessed the depth of its engage-
ment and how it would improve people bettering themselves in all aspects of their personal and 
professional lives by bringing about the compulsory changes, as they have developed their mindsets 
and actions. Unlike any superficial attempt to change or just try to act differently and hope for the 
best, people taking on transformational coaching work on changing their views of themselves, the 
way they view others, and their relationship to performance, productivity, and personal responsibil-
ity. They become accountable for their actions and try to make bone-deep changes in their lives.

In this chapter, you will look at these elements in the scope of the entire book, similar to an 
overall general review:

 ◾ How to use what I learned
 ◾ Where and with whom to use what I learned
 ◾ Transformation for effective leadership

How to Use What I Learned

A transformational coaching process is a professional undertaking conducted by a skilled and 
trained professional coach who aids and guides participants through a series of most revealing and 
authentic self-realizations that result in those intimate moments of seeing the needed change. This 
is an act of leadership as an individual, team, or organization.
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Throughout this book, we have pointed out so many great benefits of applying elements of 
transformational coaching and what is possible or predictable by participants engaging in what 
it takes to transform their being, and as a result transforming their doing (Bakhshandeh 2015). 
As a review of what you have learned from this book and how you can implement it to be effec-
tive leaders who can benefit yourselves and the people around you, we can mention these areas. 
However, at this point, we have to mention that the following results are applicable not only on a 
professional level but also on a personal level in any relationships.

 ◾ Creating a new mindset: Transformational coaching will shed light on participants’ cur-
rent mindset and show them the relationship between that mindset and their attitudes that 
cause their behaviors whether they are good, bad, or ugly. Then, as effective leaders, you can 
empower your people by showing them how they think and what would result from such 
thinking. This approach is key to establishing a rapport and having a safe space.

 ◾ Focusing on present and future: Transformational coaching does not rely on the past but 
emphasizes present and future potential. It’s not like not knowing what happened in the 
past but that results in the present outcomes. Instead, it focuses on what can be done in the 
present and what in the future that is pulling us forward. This way, participants function 
with a clean-slate mindset, eliminating their attention on past negative experiences and 
their related negative feelings and emotions while working on envisioning what is possible 
and what they can do about creating a path to that future in their present time. As effective 
leaders, you can use these elements to empower your people to pay attention to their future 
versus dwelling on their past.

 ◾ Realizing a greater level of learning: Through transformational coaching, participants 
can learn more about themselves and how they are operating in life on a much deeper level 
and gain a greater awareness of their behavior and attitude. This is possible through imple-
menting positive and solution-based questions and requiring those participants to create 
open access to learning and developing themselves. As an effective leader, you can use these 
elements to help your people to reveal their full potential.

 ◾ Recognizing transformation is a process: A transformational coach must remember that 
transformation is not just a goal and a destination but a journey through processes of self-
realization, self-awareness, and constantly revealing what doesn’t work and what can replace 
them. There is no finish line, just acquisition and application of skills. As effective leaders, 
knowing this will help you understand there is no need to push anyone to get somewhere 
they don’t recognize.

 ◾ Enhancing engagement: Through transformational coaching, you can cause a higher level 
of engagement with your people because they will be more open to receiving your contribu-
tions and input, which naturally will have a positive effect on the team’s effectiveness and 
productivity. As effective leaders, you can utilize this element because this higher level of 
engagement also aids in increasing job satisfaction among employees.

 ◾ Recognizing emotions: Transformational coaching teaches participants emotional intel-
ligence. Through this understanding, participants learn to be responsible for the effect their 
feelings play on their emotions and how such emotions can make or break their relation-
ships with others. As effective leaders, you want your people to understand their emotions 
so they can manage them responsibly before causing any damage to their relationships and 
productivity.

 ◾ Improving relationships: Transformational coaching helps participants to recognize their 
issues around personal or professional relationships with others and other issues regarding 
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their relationships with them. This recognition and awareness are the first steps to rebuilding 
or improving relationships with others. As effective leaders, you can use improving relation-
ships among your people, which only results in improving cohesiveness and workability 
among teams and groups.

 ◾ Increasing energy level: Transformational coaching helps participants recognize the issues 
holding them back and as a result decreases their level of positive energy and their degree 
vitality. This awareness will help participants not to be so tired at work or home just because 
they just returned from work. As an effective leader, you want your people to have positive 
energy and display their level of energy so everyone on their team feels it.

 ◾ Receiving common benefits: During the process of transformational coaching, everyone 
benefits from the journey. The most obvious beneficiaries are the participants, individually 
or as a member of a team; the next is their family (in the case of personal transformation), 
their department (in the case of professional work), the organization itself, and the coaches 
themselves. The coaches are going through the same process each time they are conducting 
the transformational coaching process because they are seeing their processes while working 
with others. As effective leaders, you want to keep promoting transformational coaching as 
a vehicle for a win-win-win situation.

 ◾ Dealing with reality: Instead of resisting what is accurate, participants face the reality of 
what they have to do to accomplish what they were on the committee to do. Transformational 
coaching teaches participants to realize the reality of any situation and think about what 
needs to get done to alter the current situation instead of panicking.

 ◾ Feeling free to express viewpoint: Participation in transformational coaching allows for 
free expression of your perspectives and viewpoints, responsibly and respectfully, without 
concern about what others would think about you. As effective leaders, you want to create a 
safe space for your people to discuss sensitive or confidential personal and professional issues 
without fear of repercussions. This freedom benefits both sides of the aisle in any situation.

 ◾ Communicating effectively: Transformational coaching teaches participants open and 
honest communication and active listening, so participants deliver their messages accurately 
without additional meanings or interpretations. As effective leaders, you can use this ele-
ment in every communication channel among your people.

 ◾ Feeling empowered: Transformational coaching allows participants to express their feel-
ings and their experiences while knowing that the issues at hand are driving the coaching 
process. Participants will be empowered by visualizing their future, deciding the outcomes 
of their participation, and creating action plans to get to those results.

 ◾ Not having a “one size fits all”: Regardless of the fact that there are certain principles 
and models that apply to the process of transformational coaching, an effective leader will 
remember this sensitive process is not a “one size fits all” approach. People have different 
perspectives, experiences, desires, and goals. Good transformational coaches will know this 
and will pay special attention to participants’ conditions and differences.

 ◾ Not being an authoritarian: Transformational coaches are not authorities over partici-
pants’ learning. Transformation is a process that will work only when there is a healthy rela-
tionship between the coaches and the participants based on established relationships, trust, 
and respect. As effective leaders, you want to pay attention to this fact, that you can force no 
one to recognize their state of being and alter their mindset just because you asked them to.

 ◾ Being responsible: Empowerment is the beginning of participants becoming responsible 
for their actions and the results of such actions. Transformational coaching teaches partici-
pants they are responsible for the outcome of their mindset, attitude, and behaviors affecting 
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the results in their lives and at the workplace, which are affecting others. As effective leaders, 
you want your people to take on personal responsibilities for their actions and behaviors.

 ◾ Being accountable: Transformational coaching teaches participants that accountability is 
being responsible before that fact, not after that fact. As effective leaders, you want to see 
your people holding themselves accountable for their results and actions without pointing 
fingers all around.

 ◾ Improving health and vitality: Participants taking on issues with their health is a common 
outcome of participating in a transformational coaching process. Because of self-awareness 
and recognizing their mindsets, participants take on vitality and self-care to assist them in 
producing the results they are committed to producing. As an effective leader, you want to 
exemplify such vitality and become a role model for your people.

 ◾ Dropping bad habits: As the natural outcome of taking on your health and vitality, trans-
formational coaching gives you the perspective to objectively look at your habits and prac-
tices in life and recognize any negative effects, including dropping bad habits. In addition, 
as effective leaders, you and your team will benefit from having healthy and vibrant people 
in your team.

 ◾ Recognizing and acknowledging: Transformational coaches are their participant’s biggest 
cheerleaders, encouraging their efforts, acknowledging their progress, and recognizing their 
greatness throughout their transformation journey. As effective leaders, you are those cheer-
leaders who keep your people empowered, engaged, and motivated.

Table 18.1 displays all the 20 elements found throughout this book and how and where to use 
them. Please use this table to rate these elements on your team or organization and simultaneously, 
look at what is missing and what you suggest for increasing the level of presence of such elements.

Table 18.1 Assessing “How to Use What I learned” for Effective Leadership in 
Organization by a Transformational Coach. Author’s Original Creation. 

Assessing “How to Use What I learned” for Effective Leadership in Organization  
by a Transformational Coach

Name Date Organization Team

Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

Outcomes 1 2 3 4 5 What is Missing?

1 Creating a New Mindset

2 Focusing on Present and Future

3 Realizing a Greater Level of Learning

4 Recognizing Transformation is a Process

5 Enhancing Engagement

6 Recognizing Emotions

7 Improving Relationships

8 Increasing Energy Levels

9 Receiving Common Benefits

10 Dealing with Reality

11 Feeling Free to Express Viewpoints
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Assessing “How to Use What I learned” for Effective Leadership in Organization  
by a Transformational Coach

Name Date Organization Team

12 Communicating Effectively

13 Feeling Empowered

14 Not Having a One size Fits All

15 Not Being an Authoritarian

16 Being Responsible

17 Being Accountable

18 Improving Health and Vitality

19 Dropping Bad Habits

20 Recognizing & Acknowledging

Individual Columns’ Totals Not For Use

Total of Above Individual Columns

Final Average (above total divided by 20)

Your suggestions for increasing the levels, or implementation of outcomes and their presence 

in the organization.

Suggestion 1:

Suggestion 2:

Suggestion 3:

Source: Copyright 2022 by Behnam Bakhshandeh.

Where and with Whom to Use What I Learned

Regardless of your position in life or the organization with which you are involved, the preceding 
elements of transformational coaching as an outcome can and will positively affect you and the 
people around you. The impacts and benefits of transformational coaching are wide, stretching 
from one side of life to the other side. These benefits leave a long-lasting and positive impact not 
only on your life and profession but also on people around you at home and at the workplace.

Transformational coaching has the power and influence to teach you a deeper, personal 
understanding. You have the potential to become great life partners, amazing and aware parents, 
productive and engaged members of society, and examples of model employees, supervisors, or 
managers of any organization leading your teams in high-performance and productive projects.

Working with a professional transformational coach and going through processes of transfor-
mational coaching can help you to develop yourselves as that individual at home or at the work-
place while opening doors to self-realization, empowering perspectives, stronger self-confidence, 
good relationships, effective communication, and overall, a much more positive and healthier and 
productive life personally and professionally.

However, you can use elements of transformational coaching anywhere in your lives and 
careers as you wish. There are no limits on how and where you can utilize your transformation. 
The sky is the limit.

Like any other human behavior, you must work on developing a powerful mindset and an 
attitude you call positive, empowering or great. Why? Because many years of hot feelings and 
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emotions, such as hurt, anger, upset, expectations, regret, and resentment, have covered our hearts 
and souls with a thick layer of resignation and cynicism. However, now you are also aware of your 
ability to forgive yourselves, correct your actions, complete issues, resolve problems, and move 
on in your lives. Through transformational coaching and personal development and your under-
standing of others and yourselves, the effects of your mindset on yourselves and on others, you can 
achieve that greatness and positive mindset and attitude to realize the desire of having a peaceful 
life and workable and productive professions.

As transformed people in positions of leadership, you can achieve many goals when you work 
on and develop yourselves as the people who are being:

 ◾ Peacemakers
 ◾ Critical thinkers
 ◾ Creative thinkers
 ◾ Teachers
 ◾ Learners
 ◾ Motivators
 ◾ Engagers
 ◾ Team players
 ◾ Resolution-oriented people
 ◾ Respectful people
 ◾ Inspired people
 ◾ Excited about life
 ◾ Positive about life
 ◾ Calm and collected people
 ◾ Loving people
 ◾ Leaders

During the development of great attitudes, you can compare your greatness to others’ experiences 
of us. As effective leaders who practice transformational thinking and behavior, in your personal 
and professional lives, you will benefit while others receive benefits from being around us because 
you are aware of your greatness, and you are exerting that greatness on others. So, do you experi-
ence yourself, and do others experience you as someone who—

 ◾ Welcomes knowledge and opportunities to learn
 ◾ Doesn’t give up on dreams and goals
 ◾ Believes in greatness and capabilities
 ◾ Experiences opportunities in life challenges
 ◾ Has self-respect and self-confidence
 ◾ Does not allow failures to derail future actions
 ◾ Expects hardships in life but knows how to work through them
 ◾ Is always present to possibilities available in life
 ◾ Sees life as a gift to be alive and happy

A great attitude benefits us and others. With it you gain respect among others and inspire them. 
It makes them believe that it is also possible for them to have a peaceful life. More positive people 
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will get attracted to us, while negative people will take themselves away from you because you are 
not interested in their negativity and self-generated dramas. You will have more energy and be 
happier when you practice your great attitude. You will notice more beauty around you, and you 
will notice more smiles on others’ faces.

Show your commitment to developing a great and positive attitude toward life itself and others 
around you by—

 ◾ Stopping negativity around your life
 ◾ Looking for what is working versus what is not working
 ◾ Making powerful choices in life
 ◾ Controlling your thoughts and actions
 ◾ Looking for reasons to be happy and providing happiness
 ◾ Reading autobiographies of inspiring characters in history
 ◾ Surrounding yourselves with positive and motivated people
 ◾ Keeping yourselves related to your life vision

Transformation for Effective Leadership

As you might remember, throughout these chapters, you went through many aspects, models, 
methods, and practices of conducting a transformational coaching process. You also discovered 
many benefits as natural outcomes of participation and applying steps of transformational coach-
ing for conducting effective leadership. However, you know it will be hard to remember all the 
results and all the related processes that will benefit you as effective leaders.

Because of this understanding, Figure 18.1, Transformation for Effective Leadership, illus-
trates the six main elements of your actions as effective leaders and the places you can stand for 
causing transformation for your team and organization. You can consider Figure 18.1 as a review 
of what matters the most for implementing transformational and effective leadership.

Vision-Based Foundation

“Vision is an anchor for individuals to center their mindsets, attitudes, and behaviors in a productive 
way, both personally and professionally (Bakhshandeh 2009)” (Rothwell and Bakhshandeh 2022). 
The foundation of sustainable transformation is people’s relationship to their individuals’, teams’, 
or organizations’ visions. That is the source of their motivation and directly influences their perfor-
mances and productivity in personal and professional settings. Regarding the positive role of visions 
on individuals and teams, Rothwell (2015) stated, “a clear, coherent view of how the future should 
appear. It is essential in providing a point of departure for what is happening” (106). A positive 
and empowering vision aids individuals in forming a team and working environment that pro-
motes teamwork and points at directions of cohesiveness and productivity while providing access to 
improving ideas and causing a shared sense of camaraderie among employees (Rothwell et al. 2012).

To utilize the power of transformational coaching in effective leadership, you need to have a 
solid vision for the results you are standing to produce for individuals, teams, and organizations 
that will benefit everyone involved. To refresh your memory and read more about the importance 
of vision, review Chapters 1, 9, and 13.
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Value-Based Leadership

What you value and what you stand for will make the biggest difference in the face of dealing with 
an issue on the way of transformation and effective leadership. This is regardless of what others 
think and pressure you to do. Relating to our principles is the essence of our character and is one 
of the most important elements of dealing with and facing what doesn’t work. Your values and 
principles also keep you from being drawn into upsetting situations and getting involved with 
dramas. If you do not connect to your values and principles in a good way, you are connecting to 
your past, your wants, and your desires (Bakhshandeh 2006). These emotions are all subject to 
change based on what you feel at that moment. Relating to our emotions and feelings is just not a 
reliable source with which to build a case!

Figure 18.1 The Elements of Transformation for Effective Leadership.

Source: Author’s Original Creation. Copyright 2022 by Behnam Bakhshandeh.



How to Use What You Learned ◾ 357

Values are qualities that define us and distinguish us from others. Values shape who you are 
and make us unique. They are the forces that give your lives meaning, purpose, and direction. 
Ultimately, your values determine our choices, guide your behavior, and direct your lives. You can 
define your values in four categories: (1) personal values, (2) social values, (3) cultural values, and 
(4) professional values (Rothwell and Bakhshandeh 2022).

As effective leaders, you want to investigate your own values and their relationship to your 
vision or their place in the organization’s vision. These inquiries create an intimate connection 
with your individual or organization’s vision that is the foundation of your leadership and posi-
tively influences your activities. To refresh your memory and read more about the importance of 
values and principles, review Chapters 1, 8, and 9.

Emotional Maturity

Emotional maturity is your ability to deal with your emotional rollercoaster as functioning adults. 
Staying on the topic at hand and not becoming like a teenager with attitude is critical to resolving 
upsetting situations among individuals and teams. You can resolve emotional situations by dealing 
with any upsetting situations without extra interpretations and without adding hot emotion to an 
already difficult situation. Being aware of juvenile reactions and managing these reactions are the 
most appropriate qualities of being a functioning adult and an effective leader. Emotional matu-
rity prepares us to bounce back from disappointment, frustration, and loss. It will bring us back to 
the solid ground of what is real and what needs to be done about the upsetting issue.

You know controlling one’s emotions is one of the hardest things for you to do. However, by 
linking yourselves back to your principles, values, and vision, plus by understanding the ineffec-
tiveness in your heated emotions, you can remind yourselves to stay focused on the issues at hand 
while trying to resolve them more effectively. As you have reviewed in earlier chapters, we divided 
emotional intelligence into these four clusters: (1) self-awareness, (2) self-regulation, (3) social 
awareness, and (4) relationship management (Linley et al. 2011).

As effective leaders, you want to be aware of your own level of awareness and recognition of 
emotional intelligence because that would affect your leadership among your people. For refresh-
ing your memory and reading more about the importance of emotional maturity, emotional intel-
ligence, and its related clusters, review Chapters 8, 10, and 14.

Positive Mental Strengths

Positive mental strength is your capacity to sustain your focus and concentration over a long 
period, especially in tough and hard situations. You must develop your mental strength to respond 
to situations based on your visions, values, and emotional maturity regardless of pain, exhaustion, 
or inconvenience. Access to this strength comes from the belief you are responsible for what you 
do after you feel challenging emotions. This also includes how you act after observing another 
person’s acts of upset and emotional outbursts. You cannot control what is happening to you, but 
you can control how to react to it. When you are responsible for your mental strength, you will 
own every thought you have and every action you take, whether good or bad, right or wrong, 
happy or sad, nobody else, just us! Remember your responsibility for your values, principles, and 
emotional maturity.

When you look back on all those upsetting, sad, dramatic events in your lives, at home or at 
work, and see how you were responsible for the events’ outcomes, then you may be with the situa-
tion. We are not suggesting that upsetting events did not happen in your life, but what made the 
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events more upsetting was when you dragged them throughout your lives in a sack of pain full 
of interpretations. Your interpretations of those events and what you made them mean to you, to 
others, and to life itself have caused the suffering, upset, and anger to continue in your lives. The 
situation may not have been your fault, but the choice to rehash it is, and that is where you need 
to take responsibility and rely on your positive mental strength.

As effective leaders, you need your positive mental strength to maintain your power to keep 
yourselves responsible and on the mark for staying away from your interpretations of updating 
situations and the emotional rollercoasters caused by such situations. To refresh your memory and 
read more about the importance of positive psychology and mental strength, review Chapters 7, 
8, and 10.

Mindful Connection

Mindful connection is a discipline to reflect on your own beliefs and commitment to your 
deepest values while practicing peacefulness and emotional maturity. You must develop the 
disciplines to continue relating to your beliefs, and what is important to you regarding your 
connecting to others, regardless of the circumstances you are facing in any life situation, at 
home or at work. For example, suppose you believe in peace and harmony. There, naturally, 
you try not to get engaged in upsetting conversations with others or at least actively listen to 
them without adding your interpretations and meanings to their communication. That does 
not mean you do not say what you need to say to whom you need to say it. It only means you 
stay away from including your interpretations and opinions about that person or the topic of 
discussion.

A mindful connection for you is different based on your beliefs in several domains: social 
beliefs, religious beliefs, spiritual beliefs, family upbringing, personal beliefs, peaceful disciplines, 
or just good old sets of values. Regardless of where this powerful connection originates, it is an 
important part of keeping you connected to your resources for generating a peaceful and content 
lifestyle and professional work connections. This powerful connection holds your values and emo-
tional maturity together, and your mental strength helps to hold them to a place of serenity and 
the peaceful lifestyle you are designing at home or at the workplace.

As effective leaders, it is vital for you to maintain mindful spaces for creating positive coaction 
with people around you. To refresh your memory and read more about the importance of positive 
psychology and mental strength, review Chapters 1, 10, 11, and 12.

Strength-Based Development

The strength-based approach to development is one element of effective leadership that centers 
on what individuals are good at compared to focusing on their weaknesses. Individuals’ strengths 
result from their natural interests and talents they have developed through the years, plus the 
collection of their knowledge, skills, and experiences. Through transformational coaching, indi-
viduals consciously recognize their strengths and attempt to use them more often to improve their 
performance and productivity. However, that doesn’t mean ignoring individual weaknesses that 
need development (Mackie 2016).

When individuals recognize their strengths, they view themselves from a powerful standpoint 
that would drive them forward with more interest and a higher level of engagement despite their 
situations (Rath and Conchie 2008). Effective leaders utilize a strength-based approach to increase 
individuals’ and teams’ performances and productivity naturally.
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As effective leaders, you want to know your people’s strengths, so you can use such strengths to 
develop them on needed skills or enhance their abilities and competencies. To refresh your mem-
ory and read more about the importance of strength-based development, review Chapters 6 and 8.

Use Table 18.2 to conduct a self-evaluation rating process. Consider your level of participation 
and competencies on the elements of transformation for effective leadership as a skilled transfor-
mational coach. Conduct this self-evaluation rating quarterly and adjust your efforts as needed.

Table 18.2 Transformation for Effective Leadership Self-Evaluation by Transformational 
Coach. Author’s Original Creation.

Transformation for Effective Leadership Self-Evaluation by Transformational Coach

Name Date Organization Department

Rating Scale: Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

# Categories Explaining Actions 1 2 3 4 5

1 Vision-Based 
Foundation

1 My personal life vision is the source of 

my life

2 My life vision is positive and empowers me

3 It Relates to my client’s organization’s 

vision

4 Coach my employees based on their 

organization’s vision

5 Use vision to develop effective 

leadership in teams

2 Value-Based 
Leadership

6 Have a set of values and principles for 

my life

7 Use clients’ values as the source of the 

outcome

8 Be sensitive to people’s source of their 

values

9 Do not question the reasons for 

someone’s values

10 Develop effective leadership with their 

values in mind

3 Emotional 
Maturity

11 Check the level of emotional 

intelligence with individuals

12 Check emotional intelligence in teams’ 

relationships

13 Address social awareness with 

individuals and teams

14 Address self-regulation with individuals 

and teams

15 Address relationship management with 

individuals & teams

(Continued)
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Transformation for Effective Leadership Self-Evaluation by Transformational Coach

Name Date Organization Department

4 Positive 
Mental 
Strengths

16 Be aware of my positive mental strength

17 Recognize individuals’ and teams’ 

positive mental strengths

18 Recognize individuals’ and teams’ short 

fuse for upsets

19 Realize individuals’ and teams’ 

expectations of each other

20 Recognize interpretations and 

perceptions instead of facts

5 Mindful 
Connections

21 Be aware of my mindful connection with 

others

22 Point out lack of mindfulness to 

individuals and teams

23 Teach individuals and teams mindful 

connection

24 Be patient with people who lack 

mindfulness

25 Keep talking about peaceful and 

harmonious connections

6 Strength-Based 
Development

26 I am aware of my strengths and 

weaknesses

27 I help individuals and teams recognize 

their strengths

28 Keep reminding weaknesses are 

opportunities for growth

29 Remember that having strengths is not 

the end of learning

30 Support individuals to plan their 

strength development

Individual Columns’ Totals

Total of Above Individual Columns

Final Average (Above total divided by 30)

Three actions I can take that will bring up my three lowest ratings by at least one scale on the 

next rating period:

Action 1:

Action 2:

Action 3:

Source: Copyright 2022 by Behnam Bakhshandeh.

Table 18.2 (Continued)
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Key Takeaways

 1. A transformational coaching process is a professional undertaking conducted by a skilled 
and trained professional coach who aids and guides participants through most revealing 
and authentic self-realizations that result in those intimate moments of seeing the needed 
change. This is an act of leadership as an individual, a team, or an organization.

 2. Regardless of your position in life or the organization you are involved with, the preceding 
elements of transformational coaching as an outcome can and will positively affect you and 
the people around you.

 3. The impacts and benefits of transformational coaching are wide, stretching from one side of 
life to the other side, personally and professionally. These benefits leave a long-lasting and 
positive impact not only on your life and profession but also on people around you at home 
and at the workplace.

 4. Like any other human behavior, you must work on developing a powerful mindset and an 
attitude you call positive, empowering, or great.

List of Discussion Questions

 1. How do you rate yourself from 0 to 10 on your understanding of the concept of self-rating 
on “How to Use What I Learned”? (Please look at the whole concept and all the related 
elements.)
• What is missing or in the way of your understanding it better?
• What is your action plan to increase your overall rate on this process?

 2. How do you rate yourself from 0 to 10 on your understanding of the concept of self-rating 
on “Where and with Whom to Use What I Learned”? (Please look at the whole concept and 
all the related elements.)
• What is missing or in the way of your understanding it better?
• What is your action plan to increase your overall rate on this process?

 3. How do you rate yourself from 0 to 10 on your understanding of the concept of self-rating 
on “Transformation for Effective Leadership”? (Please look at the whole concept and all the 
related elements.)
• What is missing or in the way of your understanding it better?
• What is your action plan to increase your overall rate on this process?
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Chapter 19

Transformational Coaches’ 
Self-Reflection and Self-
Evaluation through Self-Rating

Behnam Bakhshandeh

Overview

As transformational coaches, we are involved with individuals, teams, groups, and organizations. 
Regardless of the intent for the engagement or the business purpose for the involvement to make 
a difference with people on their productivity or performance, we are engaging in a relationship 
with human beings.

Our participation in self-reflection and self-evaluation will enable us to authentically measure our 
strengths and weaknesses that need more attention to enhance the process and improve our coaching 
skills and competencies. In addition, this approach develops us as a more effective and competent 
coach that will allow us to have a much more positive and constructive evaluation of our participants 
and evaluation reports we submit to individuals, teams, and group supervisors or senior managers.

In this chapter, we will walk you through several self-reflections and self-evaluations as a trans-
formational coach in these areas:

 ◾ What are self-reflection and self-evaluation?
 ◾ The purpose and importance of self-reflection and self-evaluation
 ◾ Role of self-evaluation on development
 ◾ Transformational coaches’ self-evaluation in three general areas:

• Organization environment related to coaching
• Conversations about effective leadership
• Organizations’ coaching cultures
• Coaching qualities
• Emotional intelligence
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• Leadership qualities
• Rapport
• Disciplines
• Skills and competencies
• The coaching process
• Coaching structure
• Coaching processes

All the self-reflection and self-evaluation approaches in this chapter are displayed in self-rating 
tables on two different fashions of ratings from scales of 1 (the lowest) to 5 (the highest) based on 
(1) quality or (2) occurrence, as you see here:

 1. Quality Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent
 2. Occurrence Rating Scale: 1=Never, 2=Hardly, 3=Occasionally, 4=Generally, 5=Constantly

What Are Self-Reflection and Self-Evaluation?

Self-reflection and self-evaluation (also known as self-assessment) are powerful means to learn about 
our strengths and weaknesses and to improve our learning, abilities, and practices (Bakhshandeh 
2009). Therefore, these authentic reflections and honest evaluations play a significant role in coach-
ing practice and in developing a transformational coach working with individuals and teams.

Self-Reflection

Self-reflection allows us to use our experiences to have a deeper understanding of ourselves and 
our behaviors. Self-reflection fosters access to consciousness and self-awareness about our mindsets 
and behaviors that result in our actions and practices in life (Barbazette 2006). This self-awareness 
would empower us to distinguish areas about ourselves and our approaches that need to be dis-
carded, enhanced, improved, or further developed.

Oxford Languages (2022) defines self-reflection as “meditation or serious thought about one’s 
character, actions, and motives.” According to the Merriam-Webster dictionary, synonyms for self-
reflection are “introspection, self-contemplation, self-examination, self-observation, self-question-
ing, self-scrutiny, self-searching, soul-searching.”

Performing self-reflection needs intentionality and a certain self-disciplined behavior that 
involves an interest in learning about ourselves and investigating what works and what doesn’t 
work (Bakhshandeh 2018). In the case of transformational coaching for effective leadership, 
transformational coaches can use self-reflection to understand the level of their effectiveness in 
approaches with their participants and what they can do to improve their practices.

Self-Evaluation

Self-evaluation is considered a self-review and assessment of our actions, practices, and perfor-
mance at work or in other areas of our lives. Rothwell and Kazanas (2004) explained self-evalu-
ation as an opportunity for employees to examine and record their own performance, activities, 
and their experience at work from their viewpoint. This approach is considered a self-diagnosis 
that employees can share with their supervisors or higher managers so together they can design a 
productive action plan to resolve issues or enhance performance.
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Merriam-Webster dictionary provides these synonyms: “self-abnegation, self-revelation, self-
examination, self-absorption.”

Note: For this book and intentionality for this chapter, at this point we will use the term “self-
evaluation” to represent these other terminologies: self-reflection, self-assessment.

The Primary Purpose of Self-Evaluation

At the lowest level, the main purpose of self-evaluation in organizations is for employees to rate their 
own performance and productivity and then compare it with the evaluation from their supervisors 
during the annual performance review (Phillips and Pulliam Phillips 2011). At the higher level, self-
evaluations aid employees in understanding their barriers to professional growth and development in 
their departments and organizations. Through self-evaluations, employees can align their personal 
and career goals with their managers (Thompson 2021). Self-evaluations give employees the freedom 
to express their perspectives and share their views with their employers, which would provide free-
dom for them and a path for a stronger relationship between employees and their higher managers.

In our book, transformational coaches’ self-evaluation helps them develop a stronger and more 
effective approach to their coaching process and learn about the needed development.

Requirements for Self-Evaluation

Self-evaluation requires individuals to review and assess their performance while reflecting on their 
mindsets, attitudes, and behaviors influencing such performances and productivities (Whitmore 2017). 
Ultimately this process enhances their learning progress and ownership of their result on both personal 
and professional levels. However, for self-evaluation to work, individuals need to do the following:

 ◾ Be honest and authentic and reflect truthfully.
 ◾ Give up being “right” about what is not working or damaging.
 ◾ Evaluate their performance in contrast to standards or criteria.
 ◾ Keep track of their progress in a timely fashion (weekly, monthly, quarterly, etc.).
 ◾ Recognize and distinguish their strengths and how they have developed them.
 ◾ Recognize and distinguish their weaknesses and what needs to be done about them.
 ◾ Set realistic, manageable, and measurable goals for what is not working.
 ◾ Design an action plan for working on their weaknesses and enhancing their strengths.
 ◾ Review their set of goals and action plans with their supervisors or higher managers.
 ◾ Request feedback from their supervisors or higher managers.
 ◾ Reflect on the feedback and adjust their action plan.
 ◾ Reflect and evaluate on their learning styles and models.
 ◾ Use outside resources (books, articles, webinars, etc.) to enhance their learning.

(Rothwell and Bakhshandeh 2022; Rothwell et al. 2021)

How Effective Am I as a Transformational Coach?

Now we are getting to the nuts and bolts of evaluating and rating the levels of effectiveness and 
progress in developing individuals, teams, and groups on their leadership qualities, performance, 
and transformations by a transformational coach. We will break down this process into these three 
categories:
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 1. Organization environment
 2. The coaches’ self-evaluation
 3. The coaching process

We need to get related to the power of numbers. Numbers on the tracking and rating columns 
on these self-rating tables represent the honest and real understanding of your performance and 
progress in your development as an effective transformational coach or any other coach regarding 
working with individuals, teams, and groups.

Every self-evaluation form and their self-rating tables contained these elements:

 ◾ Name: Add your name.
 ◾ Date: The date you conduct the evaluation. This will help you to manage the new rating on 

a weekly, monthly, quarterly, or annually and compare the progress.
 ◾ Organization: The name of the organization or business you are doing this evaluation for.
 ◾ Department: The department or group in the organization whose progress you are rating.
 ◾ Rating scale: Use quality of occurrence rating.
 ◾ Categories, areas of interest or elements column: Explain the elements, areas, and or 

categories you are rating.
 ◾ Descriptions or explanations column: Describe the areas of concern and or definitions of 

such areas.
 ◾ Rating columns: Log in the corresponding rates from 1 to 5.
 ◾ Totals and average rows: Total columns, and calculate weekly, monthly, or quarterly aver-

ages. These numbers help you to compare and track your progress.
 ◾ Action rows: Log the actions you are taking to improve your ratings.
 ◾ Action column: Log what is missing and or what needs to get done to improve the areas. 

(This element is not presented on all rating tables. Some tables use the action rows instead.)

Organizations’ Environment Related to Coaching

In this segment, we present the self-evaluation and rating of transformational coaches on these 
three categories related to the organizations’ environment based on leadership and coaching:

 ◾ Conversations about effective leadership
 ◾ Organization culture
 ◾ Coaching culture

Conversations about Effective Leadership

We divided the evaluation of conversation about effective leadership into two general sub-catego-
ries and frameworks:

 1. Framework for Conversations about Effective Leadership in Organizations (Table 19.1)
 2. Framework for Conversations about Effective Leadership with Individuals (Table 19.2)

The fundamental base for any coaching engagement is the conversations and inquiries started 
by the coaches and engaged by the participants (Bakhshandeh 2009). The general notion of the 
conversation about effective leadership is not separated from this fundamental base, which is the 
background of a framework that employs several conversations and dialogues on various topics 
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Table 19.1 Transformational Coaches Performance Self-Rating Sheet in Framework for 
Conversations about Effective Leadership in Organizations. Author’s Original Creation.

Transformational Coaches Performance Self-Rating Sheet in Framework for Conversations 
about Effective Leadership in Organizations

Name Date Organization Department

Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

Area of Interest Purpose of Coaching Conversation 1 2 3 4 5

1 Establishing 
Rapport

Form a mutual, respectful, and effective 

relationship between managers and 

employees resulting in a partnership.

2 Coaching 
Culture

Ensure regularity in the application of coaching 

in departments and the whole organization.

3 Performance 
Enhancement

Empower and promote individuals and teams’ 

efforts to perform correctly and effectively.

4 Culture of 
Accountability

Hold individuals and teams accountable for 

their levels of performance, progress, and 

results.

5 Constructive 
Feedback

Provide positive and constructive feedback on 

individuals’ and teams’ performances and 

behaviors.

6 Environment of 
Inspirations

Underline the possibilities of efforts and 

potential of individual or team transformations 

and performance improvements.

7 Talent 
Development & 
Retention

Work on skills and competencies development 

programs and retaining talents.

8 Developing 
Strengths

Develop individuals and teams’ strengths to 

increase productivity and performance in 

departments.

Individual Columns’ Totals

Total of Above Individual Columns

Final Average (Above total divided by 8)

Three actions I will take on for this rating period that will bring up my three lowest evaluation 

rates by at least one point:

Action 1:

Action 2:

Action 3:

Source: Copyright 2022 by Behnam Bakhshandeh.

that encourage a thread of effective and productive outcomes in effective leadership in organiza-
tions as well as with individuals. This ultimately influences elements of leadership in team and 
group performances (Lee 2021; Cardy and Leonard 2011).

As transformational coaches, you want to evaluate your performance (by rating yourself from 
1 to 5) by conducting conversations that will produce effective leadership in organizations, indi-
viduals, and teams. Table 19.1 displays the frameworks for effective organizational leadership.
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Table 19.2 displays the framework for effective leadership with individuals or teams.

Organization’s Culture

We invite you to conduct the self-evaluation into your effectiveness by assessing an organization’s 
culture in these two areas:

 1. Assessment of Team’s Understanding of Organization’s Values, Vision, and Mission
 2. Assessing Organization’s Coaching Culture

Table 19.2 Transformational Coaches Performance Self-Rating Sheet in Framework for 
Conversations about Effective Leadership with Individuals. Author’s Original Creation.

Transformational Coaches Performance Self-Rating Sheet in Framework for Conversations 
about Effective Leadership with Individuals

Name Date Organization Individual

Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

Area of Interest Purpose of Coaching Conversation 1 2 3 4 5

1 Career 
Advancement

Discuss their future with the company or 

other future career development.

2 Assertion Confirm their correct career pathway and 

reflect on their progress.

3 Growth and 
Development

Consider professional growth and the 

possibility of opportunities to learn more 

skills and competencies.

4 Promotability Define their interests and potential 

promotions and new positions.

5 Acknowledgment Acknowledge their progress, efforts, and 

performance.

6 Problem Solving Develop their problem-solving skills and 

remove obstacles in their performance.

7 Collaboration Provide a working environment that 

fosters partnership and creativity.

8 Feedback Give feedback and reflect on their 

performance and the coaching relationship.

Individual Columns’ Totals

Total of Above Individual Columns

Final Average (Above total divided by 8)

Three actions I will take on for this rating period that will bring up my three lowest evaluation 

rates by at least one point:

Action 1:

Action 2:

Action 3:

Source: Copyright 2022 by Behnam Bakhshandeh.
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Assessing Team’s Understanding of Organization’s Values, Vision, and Mission

It is important that individuals forming teams, groups, and departments in any organization be 
supportive and aligned with the organization’s core values and principles and its vision and mis-
sion. This alignment is the backbone of an organization’s performance and productivity, plus its 
positive influence on talent management and lowering employee turnover.

As a transformational coach, you want to know your participant’s level of clarity in the under-
standing of their organization’s values, vision, and mission. To do that, you can use Table 19.3 
when talking to individuals or a team for collecting a focus group.

Table 19.3 Transformational Coach’s Assessment of Team’s Understanding of 
Organization Values, Vision, and Mission. Author’s Original Creation. 

Transformational Coach’s Assessment of Team’s Understanding of Organization’s 
Values, Vision, and Mission

Name Date Organization Team

Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

# Team’s clarity on the organization’s values, 
vision, and mission

1 2 3 4 5 What is missing for 
them?

What actions are 
needed to 
increase the  
team’s clarity?

1 Members are aware of the organization’s 

values and principles and their roles in 

its vision and mission.

2 They are aware of and support the 

organization’s vision statement and its 

relevance to the team.

3 They understand and align with the 

organization’s mission statement.

4 They recognize and align with why their 

team exists in their department.

5 They understand and align with the 

functionality of their team about the 

organization’s vision and mission.

6 They have a shared view of how the 

team should get where it plans.

7 They know their job performance 

standards related to the organization’s 

vision.

8 They understand and align on the 

progress plan and agree on the 

measurements.

(Continued)
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Transformational Coach’s Assessment of Team’s Understanding of Organization’s 
Values, Vision, and Mission

Name Date Organization Team

9 They align with what is essential and not 

urgent in implementing a progress 

plan.

10 They have a shared view of what the 

organization or their team is doing 

best.

11 They are aware of and aligned with their 

team’s strengths.

12 They are aware of and aligned with their 

team’s weaknesses.

Individual Columns’ Totals Not For Use

Total of Above Individual Columns

Final Average (Above total divided by 12)

Source: Copyright 2022 by Behnam Bakhshandeh.

Assessing an Organization’s Coaching Culture

Establishing a coaching culture in organizations is essential to the success and effectiveness of 
implementing coaching, especially the transformational coaching approach.

Coaching culture provides an opportunity for transformational coaches to implement coaching 
solutions for increasing performance and effectiveness with individuals and teams, with relatively 
less resistance and more welcoming of the processes and inquiries (Rothwell and Bakhshandeh 
2022). A coaching culture that supports transformational coaching and effective leadership has 
distinct characteristics. Please use Table 19.4 to assess the organization’s coaching culture’s distinct 
quality. Then suggest new practices for improving the existing elements to establish a coaching 
culture in an organization.

Table 19.4 Assessing Organization’s Coaching Culture by a Transformational Coach. 
Author’s Original Creation.

Assessing Organization’s Coaching Culture by a Transformational Coach

Name Date Organization

Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

Areas of Coaching Culture 1 2 3 4 5

1 The organization is built based on interpersonal trust and 

relationships.

2 The organization encourages self-discovery and 

self-realization.

3 The organization is built on openness and transparency.

Table 19.3 (Continued)
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Assessing Organization’s Coaching Culture by a Transformational Coach

Name Date Organization

4 Managers promote and enable self-awareness.

5 Managers promote and encourage learning and 

self-development.

6 It provides a safe space for employees to acknowledge their 

strengths and weaknesses.

7 It promotes and exhibits meaningful conversations to make a 

difference with people.

8 It inspires employees and promotes self-improvement.

9 The organization demonstrates the willingness to give and 

receive feedback for improvement.

10 Managers believe the potential for everyone’s development 

and improvement.

11 Management believes in its leadership responsibility to 

develop its people.

12 It provides a safe and comfortable space for employees to 

challenge issues important to them.

13 Management demonstrates conviction and desire for having 

a coaching culture.

14 Managers demonstrate their interest in receiving coaching 

regardless of their ranks.

15 Managers encourage active listening and understanding.

16 Managers encourage employees to ask questions to uncover 

issues and find solutions.

17 The organization encourages and empowers teams and 

groups to practice team coaching.

18 It encourages using common coaching terminologies, 

concepts, and understanding of coaching processes.

19 The organization evaluates its people’s performance in more 

than only one way.

20 Managers leverage on strengths for solving individuals’ and 

teams’ problems

Individual Columns’ Totals

Total of Above Individual Columns

Final Average (above total divided by 20)

Your suggestions to this organization’s senior management for corrective actions or work on 

improving their coaching culture:

Suggestion 1:

Suggestion 2:

Suggestion 3:

Source: Copyright 2022 by William J. Rothwell and Behnam Bakhshandeh.
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Transformational Coach Evaluating of Oneself

In this segment, we focus on the transformational coaches’ skills, abilities, disciplines, and per-
formances in the following five areas, which directly affect developing their participants in their 
effective leadership positions as individuals or teams:

 ◾ Emotional intelligence
 ◾ Leadership qualities
 ◾ Rapport
 ◾ Disciplines of success
 ◾ Skills and competencies

Emotional Intelligence

In this section, we invite transformational coaches to evaluate and rate their understanding and 
practice elements of emotional intelligence. You can go back to Chapter 8 and read more about 
emotional intelligence and its role in transformational coaching.

Table 19.5 is designed for transformational coaches to rate their own level of understanding 
and use of emotional intelligence during practice with their participants. This will be their initial 
attempt and rating, which can be continued within the next six months or after a year, depending 
on whether the rating is high enough or too low.

Table 19.5 Transformational Coaches’ Emotional Intelligence Self-Evaluation. Author’s 
Original Creation.

Transformational Coaches’ Emotional Intelligence Self-Evaluation

Name Date Organization

Rating Scale: 1=Never, 2=Hardly, 3=Occasionally, 4=Generally, 5=Constantly

Groups Declarations 1 2 3 4 5

Self-Awareness 1 Be cognizant of body language reactions 

to others’ communication.

2 Be aware of facial expressions during 

discussions.

3 Check out my opinions and biases when 

evaluating situations.

4 Realize emotions before, during, and 

after sensitive conversations.

Self-Regulation 5 Manage oneself and keep composure 

when feeling anger.

6 Do not act on a strong impulse to say or 

do something.

7 Reflect on thoughts & feelings before 

any communications or actions.

8 Manage attitudes and moods and not 

take them to conversations.
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Transformational Coaches’ Emotional Intelligence Self-Evaluation

Name Date Organization

Social Awareness 9 Recognize how others view me during 

interactions.

10 Recognize others’ feelings and moods 

based on nonverbal gestures.

11 Express empathy and compassion with 

others in their situations.

12 Be aware of people’s diversity and 

cultural differences.

Relationship 
Management

13 Quickly take responsibility for mistakes 

and restore the situation.

14 Use encouraging language while talking 

to others.

15 Deal with emotional behaviors with 

sensitivity and calm manners

16 Convince & motivate others to consider 

new viewpoint.

Individual Columns’ Totals

Total of Above Individual Columns

Final Average (above total divided by 16)

Three actions for this month that will bring up my three lowest ratings by at least one scale on 

the next month’s rating:

Action 1:

Action 2:

Action 3:

Source: Copyright 2022 by Behnam Bakhshandeh.

Leadership Qualities

Transformational coaches directly influence building a learning environment for developing effec-
tive leadership with individuals and teams, directly influencing the same quality within organi-
zations. To do so, transformational coaches need to develop a high level of leadership qualities 
within themselves (Bakhshandeh 2002; Bakhshandeh 2018). In this section, the transforma-
tional coaches evaluate their leadership qualities during interactions with individuals, teams, and 
organizations.

Table 19.6 represents a self-evaluation rating for some of these leadership qualities for a trans-
formational coach.
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Table 19.6 Leadership Qualities of Transformational Coach Self-Evaluation. Author’s 
Original Creation.

Leadership Qualities of Transformational Coaches’ Self-Evaluation

Name Date Organization

Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

Qualities Descriptions 1 2 3 4 5

1 Display 
Respectful 
Behavior

Behave respectfully with everyone 

regardless of their position.

2 Exhibit Positivity Display positivity and influence others 

around them without creating resistance.

3 Share Victories Share the triumphs and celebrate victories 

as a team effort.

4 Ask Solution-
Based Questions

Ask solution-based questions to defuse 

problem-based behaviors in others.

5 Be Innovative Promote innovation and creativity by 

advocating learning and experimenting.

6 Have Open 
Communication

Foster effective communication and active 

listening to create alliances for actions.

7 Be Engaged Engage with people and inspire them to 

express their passions and creativity.

8 Be Adaptable Adapt to volatile and changing 

circumstances with flexibility and agility.

9 Display
Transparency

Exhibit authenticity, encourage trust, and 

building up relationships with others.

10 Show Empathy Show empathy, compassion, and humility 

to boost morale.

Individual Columns’ Totals

Total of Above Individual Columns

Final Average (above total divided by 10)

Three actions for this month that will bring up my three lowest leadership qualities ratings by 

at least one scale on the next month’s rating:

Action 1:

Action 2:

Action 3:

Source: Copyright 2022 by Behnam Bakhshandeh.

Establishing Rapport

In today’s business environment, too many managers fail to establish a workable and good 
rapport with their employees. Some organizations seek opportunities to form a more collab-
orative and meaningful work environment and connect on a deeper level with their employees 
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(Gilmore 2019). You can go back and read more about rapport and how to establish rapport 
in Chapter 11. In this section, we invite transformational coaches to self-evaluate their state of 
being to develop a connection with their participants.

Table 19.7 displays a self-evaluation system that transformational coaches can use to realize 
their level of fundamental state of being and related skills to establish rapport.

Table 19.7 Underlying State of Being and Related Competencies of Transformational 
Coach for Establishing Rapport Self-Evaluation.

Underlying State of Being and Related Competencies of The Transformational Coach for 
Establishing Rapport: Self-Evaluation

Name Date Organization

Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

State of Being & Competencies Descriptions of Qualities 1 2 3 4 5

Be Authentic A combination of being real, positive, 

approachable without concern of surrendering to 

something to please someone else.

Approachability • No presence of ego

• Humble

• Open and welcoming

Positivity • Optimistic

• Resilient

• Grateful

Be Respectful Exhibit equal respect and regard for everyone 

regardless of their position, age, sex, gender, 

race, ethnicity, nationality, religion, or other 

differences.

Professionalism • Proper language

• No drama

• Ethical behavior

Sensitivity • Uniqueness among people

• Mutual respect for everyone

• Universal treatment for 

everyone

Be Courteous Dedicated to courtesy to others regardless of past 

or present situations, with a display of empathy 

and compassion.

Empathy • Talent awareness

• Other’s emotional state

• Helpful to others

Compassion • Others’ situations

• Active listening

• Okay with others’ failures

(Continued)
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Underlying State of Being and Related Competencies of The Transformational Coach for 
Establishing Rapport: Self-Evaluation

Name Date Organization

Be Engaging Demonstrating desire in communication and 

understanding others’ models of communication 

without pushing their agenda.

Communication • Mindful of nonverbal 

communication

• Clear and concise messages

• Courtesy and keen listening

Interest • Attention to the speaker

• Appropriate responses

• Feedback

Individual Columns’ Totals

Total of Above Individual Columns

Final Average (Above total divided by 8)

Three actions for this month that will bring up my three lowest states of being and 

competencies ratings by at least one scale on the next month’s self-rating:

Action 1:

Action 2:

Action 3:

Source: Adapted from Rothwell and Bakhshandeh (2022).

Transformational Coaches’ Disciplines

Like any other profession, transformational coaching or any other form of coaching must follow 
certain disciplines to develop as professional coaches and establish their successful practice. In this 
section, we look at what it takes for transformational coaches to succeed in their work.

Table  19.8 displays some of these fundamental disciplines that will help transformational 
coaches establish a successful practice.

Table 19.8 Transformational Coach’s Discipline of Success Self-Rating. Author’s Original 
Creation. 

Transformational Coach’s Disciplines of Success Self-Rating

Name Date Organization Department

Rating Scale: 1=Never, 2=Hardly, 3=Occasionally, 4=Generally, 5=Constantly

# Disciplines 1 2 3 4 5 What is missing?

1 Apply and practice elements of 

Critical Thinking during coaching 

sessions.

Table 19.7 (Continued)
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Transformational Coach’s Disciplines of Success Self-Rating

Name Date Organization Department

2 Use the Solution-Based approach 

during their coaching sessions.

3 Practice precise and clear effective 

Communication with participants.

4 Practice elements of Active Listening 

during coaching sessions.

5 Display professional behavior and 

attitude with participants.

6 Be responsible for their performance 

during coaching sessions.

7 Be accountable for their actions 

and results of their coaching.

8 Clarify and distinguish the actual 

issues at hand with participants.

9 Maintain positive relationships 

with participants.

10 Learn from their success and 

failures and correct their approach.

11 Plan their approach and work with 

participants.

12 Schedule their work and 

communication and follow it.

13 Ask questions, conduct inquiries, 

and seek clarity.

14 Monitor and practice what works 

and what doesn’t work.

15 Complete daily and weekly tasks 

and processes.

16 Stay in open and honest 

communication with participants.

17 Use and exhibit elements of 

Emotional Intelligence.

18 Empower both you and participants 

during coaching sessions.

19 Learn from the best active 

producers in their industry.

20 Have a clear career goal and vision.

Individual Column’s Totals Not For Use

Total of Above Individual Columns

Final Average (Above total divided by 20)

(Continued)
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Transformational Coach’s Disciplines of Success Self-Rating

Name Date Organization Department

Three actions for this month that will bring up my three lowest rating disciplines by at least 

one point:

Action 1:

Action 2:

Action 3:

Source: Copyright 2022 by Behnam Bakhshandeh.

Coaches’ Skills and Competencies

Skills and competencies are vital to any professional trade and work. The coaching profession is 
not different from any other profession that relies on its practitioners’ skills and competencies. In 
this section, we ask transformational coaches to self-evaluate and rate their level of competence 
and mastery in their skills and competencies. The following rating system has two benefits for 
transformational coaches: (1) their understanding of their ability to perform general coaching 
with individuals, teams, and organizations, and (2) the significant impact of these skills on their 
enhancement as skilled and competent coaches.

Table 19.9 displays a list of such skills and competencies for transformational coaches’ self-
evaluation and rating.

Table 19.9 Transformational Coaches Skills and Competencies Self-Evaluation Rating. 

Transformational Coaches’ Skills and Competencies Self-Evaluation Rating

Name Date Organization Department

Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

Skills and Competencies 1 2 3 4 5 What is Missing?

1 Institute clear and specific expectations 

for both ends of the coaching 

relationship.

2 Apply new ideas and current coaching 

methods and models.

3 Adapt an effective coaching style for 

supplying the participants’ distinctive 

needs.

4 Customize coaching conversations 

based on participants’ vital needs for 

improvement.

5 Implement effective communication 

and active listening to realize 

participants’ needs and viewpoints.

Table 19.8 (Continued)
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Transformational Coaches’ Skills and Competencies Self-Evaluation Rating

Name Date Organization Department

6 Identify, and acknowledge participants’ 

attempts to execute the coaching 

practices.

7 Identify and work on potential  

reasons for participants’ low 

performance.

8 Give positive and constructive feedback 

to build participants’ certainty in their 

performance.

9 Identify dysfunctions and sources of 

conflicts among teams and group 

members.

10 Recognize the source of participants’ 

motivation for their current and future 

career work.

11 Give participants enough tasks and 

assignments before they feel 

overwhelmed.

12 Convey and distinguish the 

organization’s values, vision, and 

mission.

13 Explain a bigger picture and break  

it into smaller goals for easier 

attainments.

14 Understand and characterize 

performance and objectives’ potential 

risks.

15 Know the organization’s compensation, 

benefits, incentives, and reward 

systems.

16 Describe the chain of command, their 

accountabilities, and management 

structure for workability.

17 Illustrate and clarify individuals’ and 

teams’ contributions to the 

organization’s success.

18 Aid participants in setting their 

priorities, goals, and significance of 

their intentions.

19 Establish a safe environment for 

participation and encourage 

development.

(Continued)
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Transformational Coaches’ Skills and Competencies Self-Evaluation Rating

Name Date Organization Department

20 Hold yourself accountable for the 

quality of your performance and 

transfer of coaching processes.

Individual Columns’ Totals Not For Use

Total of Above Individual Columns

Final Average (Above total divided by 20)

Three actions for this month that will bring up my three lowest ratings by at least one point:

Action 1:

Action 2:

Action 3:

Source: Adapted from Rothwell and Bakhshandeh (2022).

Evaluating the Coaching Process

In this segment, we examine the transformational coaches’ understanding and abilities to go 
through the transformational coaching structure and processes. To accomplish this interest, we 
invite transformational coaches to review and self-evaluate in these two areas:

 ◾ Common Sequence of Transformational Coaching Structure
 ◾ Elements of Coaching Processes

Common Sequence of Transformational Coaching Structure

As a part of the professional coaching concept, transformational coaching follows a certain 
structure and series of sequences for completing the coaching undertaking. Such structures 
and sequences vary based on the transformational coaching engagement with an individual, a 
team, or an organization. Also, the length of the sequence structure and order varies based on 
the nature of interventions and the responsibility of participants as an individual, a team, or a 
department.

Table 19.10 represents a list of common categories and elements for performing transforma-
tional coaching and its general sequence of elements.

Table 19.9 (Continued)
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Table 19.10 Transformational Coach’s Confident in Conducting the Common Sequence of 
Transformational Coaching Structure. 

Transformational Coaches’ Confidence in Conducting the Common Sequence of 
Transformational Coaching Structure

Name Date Organization Department

Rating Scale: 1=Poor, 2=Marginal, 3=Acceptable, 4=Good, 5=Excellent

Phases Categories # Elements 1 2 3 4 5 What is 
Missing?

FOUNDATION Initiation 1 Sponsorship

2 Agreement

3 Introductions

4 Scheduling

Engagement 5 Establish rapport

6 Create the context

7 Set up rules

8 Clarify expectations

LEARNING Data Collection 9 Observation

10 Document review

11 Interviews

12 Focus groups

Needs 
Assessment

13 Identify needs

14 Identify issues

15 Identify symptoms

16 What is missing

DESIGNING Approach Design 17 Models

18 Elements

19 Exercises

20 Tools

Implementation 21 Executive coaching

22 Team coaching

23 Inquiries

24 Practices

(Continued)
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Transformational Coaches’ Confidence in Conducting the Common Sequence of 
Transformational Coaching Structure

Name Date Organization Department

FORWARDING Action plan 25 Team leaders

26 Communication

27 Check & Balances

28 Deadlines

Review & 
Evaluation

29 Weekly tracks

30 Support sessions

31 Action plans

32 Evaluation forms

SEPARATING Feedback 33 Constructive inputs

34 Give feedback

35 Ask for feedback

36 Acknowledgment

Maintenance 37 Change Agent

38 Maintenance plan

39 Monthly checking

40 Availability

Individual Columns’ Totals Not For Use

Total of Above Individual Columns

Final Average (Above total divided by 40)

My three actions for this month to increase and develop my abilities to conduct my lower 

rates on coaching structure:

Action 1:

Action 1:

Action 1:

Source: Adapted from Rothwell and Bakhshandeh (2022).

Elements of Coaching Processes

Transformational coaches can use these classifications and their related elements to perform a self-
evaluation and rate themselves on their abilities, competencies, and skills as professional coaches. 
This is when the coaches’ integrity, accountability, and honesty are important for conducting a 
valuable and real self-evaluation.

Table 19.11 displays a list of such classifications and their related elements. Transformational 
coaches can conduct this self-evaluation rating on a quarterly basis and adjust their approaches.

Table 19.10 (Continued)
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Table 19.11 Coaching Processes Self-Evaluation for Transformational Coaches. 

Elements of Coaching Processes Self-Evaluation for Transformational Coaches

Name Date Organization Department

Rating Scale: 1=Never, 2=Hardly, 3=Occasionally, 4=Generally, 5=Constantly

Processes Descriptions of Processes 1 2 3 4 5

Desired 
Outcome

1 My coaching methodology helps 

participants to be effective in their 

productivity.

2 My coaching approach causes improvement 

in participants’ job performance.

3 My participants look forward to our 

coaching conversation and show gratitude.

Collaboration 4 I demonstrate respect and courtesy to my 

participants during our coaching 

conversations.

5 I use supportive and encouraging language 

during coaching conversations with 

participants.

6 I create a positive environment for 

participants to safely discuss their issues or 

suggestions.

Empathy 7 I make sure participants know I understand 

their points of view and situations.

8 During a sensitive conversation, I display 

empathy and understanding for 

participants’ feelings and emotions.

9 I display patience and don’t interrupt 

participants’ dialogues or invalidate their 

problems.

Self-Awareness 10 I make sure my mindset is in a positive and 

compassionate place before starting a 

coaching conversation.

11 I ask questions and use relevant examples 

that assist participants in discovering other 

options for problems.

12 I make sure by the end of a coaching 

conversation, participants have better 

clarity about their issues.

(Continued)
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Elements of Coaching Processes Self-Evaluation for Transformational Coaches

Name Date Organization Department

Goal Setting 13 I assist participants in setting relevant and 

valuable goals for their lives and 

professions.

14 I ensure participants set realistic, specific, 

measurable, and attainable goals for their 

lives and professions.

15 I encourage participants to review and 

adjust their goals quarterly for higher 

performance and accuracy.

Action Planning 16 I encourage participants to develop a 

simple, clear, attainable action plan to 

accomplish their goals.

17 I assist participants to focus on achieving 

success through action planning.

18 I review and check on participants’ action 

plans and their progress.

The Processes 19 I ask participants to provide a brief report 

on the progress of their goals and action 

plans.

20 I address any breakdowns and performance 

deficits directly with participants.

21 I regularly acknowledge participants’ 

progress and their positive efforts.

Accountability 22 I make sure participants know that 

accountability is being responsible before 

the fact, not after the fact.

23 I hold participants accountable for their 

actions, behaviors, and attitudes.

24 I hold participants accountable for 

presenting their action plans and their 

related details.

Feedback 25 I provide positive and constructive 

feedback on participants’ productivity and 

performance.

26 I stay away from harsh feedback in negative 

participation and performances.

27 I explain the context of feedback to 

participants for their understanding and 

development.

Table 19.11 (Continued)
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Elements of Coaching Processes Self-Evaluation for Transformational Coaches

Name Date Organization Department

Ethics 28 I follow all coaching industry ethical 

policies, rules, and approaches during my 

coaching conversations.

29 I keep all participants’ information and 

conversations confidential.

30 I do not ask for any sensitive or 

uncomfortable personal and professional 

information or conversations.

Individual Columns’ Totals

Total of Above Individual Columns

Final Average (Above total divided by 30)

Actions I will take to increase my three lowest ratings by at least one point on the next rating 

process:

Action 1:

Action 2:

Action 3:

Source: Copyright 2022 by Behnam Bakhshandeh.

Key Takeaways

 1. Our participation in self-reflection and self-evaluation will enable us to authentically mea-
sure our strengths and weaknesses that need more attention to enhance the process and 
improve our coaching skills and competencies.

 2. Self-reflection allows us to use our experiences to have a deeper understanding of our-
selves and our behaviors. Self-reflection fosters access to consciousness and self-aware-
ness about our mindsets and behaviors that result in our actions and practices in life 
(Barbazette 2006).

 3. Self-evaluation is considered a self-review and assessment of our actions, practices, and per-
formance at work or in other areas of our lives. Self-evaluation is an opportunity for employ-
ees to examine and record their performance, activities, and their experience at work from 
their viewpoint (Rothwell and Kazanas 2004).

 4. At the lowest level, the primary purpose of self-evaluation in organizations is for employees 
to rate their performance and productivity and then compare it with the evaluation from 
their supervisors during the annual performance review (Phillips and Pulliam Phillips 
2011).

 5. At the higher level, self-evaluation aids employees in understanding their barriers to profes-
sional growth and development in their departments and organizations.
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List of Discussion Questions

Rate yourself from 0 to 10 on these concepts from this chapter.

 1. How do you rate yourself on your understanding of the concept of self-rating on “Organization 
Environment Related to Coaching”? (Please look at the whole concept and all the related 
elements.)
• What is missing or in the way of your understanding it better?
• What is your action plan to increase your overall rate on this process?

 2. How do you rate yourself on your understanding of the concept of self-rating on “Oneself as 
a Coach”? (Please look at the whole concept and all the related elements.)
• What is missing or in the way of your understanding it better?
• What is your action plan to increase your overall rate on this process?

 3. How do you rate yourself on your understanding of the concept of self-rating on “The 
Coaching Process”? (Please look at the whole concept and all the related elements.)
• What is missing or in the way of your understanding it better?
• What is your action plan to increase your overall rate on this process?
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By Farhan Sadique

As mentioned in Chapter 1, the purpose of this book was to introduce the concept of transfor-
mational coaching (TC) and to educate professional business coaches or mangers-as-coaches in 
organizations on the influential and relevant elements of Transformational Coaching for Effective 
Leadership for coaching individuals, teams, businesses or applying such elements.

This book must be helpful for readers to develop a deep understanding and clarity of transfor-
mational coaching, but the learning mustn’t end here, rather, the enthusiastic learners can utilize 
the insight and seek supplementary resources on transformational coaching beyond the chapters 
and references. There are skills, techniques, and theories briefly mentioned in the book due to 
space and capacity, and they require additional materials for readers to apply the learnings into 
practice. Appendix A provides a list of recommended resources to develop a more comprehensive 
awareness of the critical topics and continue the deep learning process.
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Index

5-D (Define, Discovery, Dream, Design, and Destiny) 
stages, 165 – 167, 166

16Personalities (NERIS Analytics), 312

A

acceptance (grief stage), 338
accomplishments (PERMA model aspect), 121
accountabilities, establishment, 92
accountability, 160, 294, 352

expression, 226, 227, 229
practice, 163, 230

accountable–“They Don’t Know My Sorrow” (world 
perspective), 271

acknowledging (communication sequence), 257
action plan

devising, 67
evaluation, 67
implementation, 64, 67
inquiry, conversion, 327 – 329
monitoring/evaluation/updating, 329
quality, checklist, 329, 329
visualization, 328 – 329

action planning, facilitation, 64, 65
Action Research Model (ARM), 64 – 65, 70

action planning, facilitation, 65
usage, 66

active learning instructional strategy, 51
active listening, 161, 247, 295 – 296

behaviors, rating, 252
behaviors, self-rating system, 252 – 253
effectiveness, 235
filters, 254
mindful active listening, elements  

(combination), 248
mindfulness, usage, 246 – 254
practice, 202
skills, improvement, 163, 345
transformed mind, usage, 246 – 254

activists (learning style), 114
activity discussions, 143

adaptability, 160, 294
adoption, 64
Adult Hope Scale (AHS), 313
adult learning

Knowles principles, 113
theory, 102, 112

Adult State Hope Scale (ASHS), 313
aggressive communication style/behavior, 

understanding, 308 – 309,  309
agile coach, abilities, 204
agreement, receiving, 250
alpha change, 62
alter thinking, cognitive behavioral therapy (usage), 

117 – 118, 118
Anatomy of Upset (Bakhshandeh), 231
anger (grief stage), 337
anticipatory principle, 168
applied behavioral analysis (ABA), 116
applied behavioral science, 102, 115 – 116
appreciated-not acknowledged (working  

perspective), 270
appreciative coaching (AC), 96

principles, 167 – 168
topic/language, selection, 168

appreciative inquiry (AI), 139
paradigm/methodology, 165
process, model, 168 – 170
stages, 167

appreciative inquiry (AI)/appreciative coaching (AC), 
137, 165 – 176

5-D phases/stages, 166, 166
history/background, 165
stages, 165 – 167

appreciative inquiry (AI) coaching
benefits, 170
conducting, questions, 170, 171 – 172
process, applied model, 169

Appreciative Inquiry Model (AIM), 64, 66 – 68, 165
usage, 67, 68

Appreciative Inquiry Summit, 69
Aquinas, St. Thomas, 149
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Aristotle, 143
ontology, relationship, 142

arts-based team building activity, 50
Assagioli, Roberto, 123
assertive behavior, defining, 306
assertive communication style/behavior, understanding, 

308 – 309, 309
assertive individuals, characteristics, 306 – 308
assertiveness

behavior, 308
defining, 306
development, 283, 305
development, transformational coaching (usage), 310
increase, 310

assessment, 333, 335
change effort, 336
execution, 337
first-order assessment/feedback, 339
fourth-order assessment/feedback, 339
importance, 336
levels, 340
meaning, 335 – 336
results, sharing, 341
second-order assessment/feedback, 339
steps, description, 340 – 341
third-order assessment/feedback, 339
types, 342 – 344
usage, timing/location, 339
users, identification, 337 – 338

assumptions
awareness, 183
critical assessment (transformational learning), 48
self-examination (transformational learning), 48

attitudes, problems (communication efficiency/
effectiveness barrier), 256

auditory learners (learning style), 114
Austin, J.L., 108
authenticity

expression, 226, 227, 230 – 231
pretense, contrast, 230

authentic self-expression, 130
authoritarian, being (avoidance), 351
autonomous thinking, 54
awareness, building, 40
awareness integration model, 102, 124

B

Balanced Scorecard, inclusion, 76
bargaining (grief stage), 337
Barry, Vincent E., 229
beautiful-ugly (self-relationship example), 267
behavior (ontological approach), 111
behavioral change, transtheoretical model, 102, 106 – 107

stages, 107
behavioral science, definition, 115
behavior replacing (alter thinking process), 118

being, 14, 24, 37
development, 354
existing way, 36
identification, 14
pain, source, 267
relationships, 143
science, 142
state of mind, equivalence, 14 – 15
understanding, 278

Being and Nothingness (Sartre), 14, 145
Being and Time (Heidegger), 145
being/doing, 143 – 146
being on doing, connection/impact, 146
Belbin Team Roles Assessment, 312
beliefs, awareness, 183
beta change, 62 – 63
biases, 183, 288

listening filter, 254
Blindspot Inventory Assessment System (BIAS), 312
body and physicality

ontological approach, 109
role, 147

body language, 237
Bridges, William, 126
Buckingham, Marcus, 173
business problems, addressing, 84

C

Cappfinity’s Realize Strengths, 312
career, defining, 51
carrot and stick tactic, 127
challenge (transformation leadership model  

component), 189
change

adoption, encouragement, 67
agent, 35
categories, 63
degrees/types, 62
establishment, 175
explanation, 129
identification, 175
immunity, 102, 115
implementation, 129
intervention, 34
stages, 106
strength-based approach, process, 175
theory (Dewey), 102, 111 – 112
transformational coaching, usage, 25
transformation, comparison, 23
transtheoretical model, processes, 106 – 107, 108

change effort
initiation, 64
levels, 33
organization member adoption, 64
sponsors, 339

chaotic inner chatter, exit, 238, 240, 242
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character strengths, 153
Children’s Hope Scale, 313
choice, options, 272 – 273
chosen hope, 313
CLEAR method, 186 – 187
client

coach/participants foundation/collaboration, 27, 30, 
31 – 32

identification, 27, 30
needs, accommodation, 340

client-centered approach, 102, 129 – 130
client/sponsor, collaboration/partnership, 31
closed-mindedness (listening filter), 254
coachability, 276
coach-coachee assistance, 41
coach-coachee relationship, 95
coaches

client/participants, foundation/collaboration, 27, 30, 
31 – 32

collaboration/partnership, 31
identification, 30
performance self-rating sheet, 367, 368
self-evaluation, 366

coaching
agility, 204 – 205
alliance, 184
approach, 142 – 148
assessment, 206 – 207
change effort, 343
concepts, 114
culture, 366, 368, 370, 370 – 371
model, 137, 138 – 139
model, coach/coachee input, 138
OBSERVE coaching model, 202 – 203
ontological approach, benefits, 149
organization environment, relationship, 366 – 370
presence, 203
relationship, chemistry, 328
sessions, commencement, 52
usage, 313 – 315
workability, gear wheels, 224 – 226, 225

coaching processes, 366
model, advantages, 139
self-evaluation, 383 – 385

cognitive behavioral theory (CBT), 102, 116 – 120
cognitive therapy, contrast, 118 – 119
transformational coach knowledge, 200
usage, 118 – 119, 199

cognitive therapy (CT), 116
cognitive behavioral therapy, contrast, 118 – 119
process, 117

cognitive transformational theory, 102, 103
commitment

building, 41
declaration, 174
display, 355

communication, 161, 297

absence, 255
aggressive communication style/behavior, 

understanding, 308 – 309, 309
assertive communication style/behavior, 

understanding, 308 – 309, 309
barriers, 255 – 257
complex, 239
efficiency, barriers, 255 – 256
interference, factors, 257
language, 237
maintenance plan, 260
medium/process, 256
mindsets, contrasts, 242 – 243
noise, influence, 256
opportunities, increase, 250
passive communication style/behavior, 

understanding, 308 – 309, 309
rules/boundaries, establishment, 250
sequence, 256 – 257
transformational coaching communication, 211
transmission, 256

communication channels, 258
absence, 255
internal communication channel, example, 260
setup, 26

communication charter, 258
absence (communication efficiency/effectiveness 

barrier), 255
example, 259

communication effectiveness, 235, 351
barriers, 255 – 256
conducting, step-by-step actions, 243 – 246
transformed mind, impact, 242 – 246

communication plan, 258
absence (communication efficiency/effectiveness 

barrier), 255
direction, 258

communication skills, 259 – 260, 260 – 262
importance, 235
improvement, 163

communicative skills, acquisition, 46
compassion, 160, 295

display, 38
competency-based evaluations, 285
competency models, 344
conclusions, reaching (listening filter), 254
confidence, building (transformational learning), 49
confirmative assessments, 335, 343
confirmative feedback, 335, 345
conflict resolution approach, 170
congruence, usage, 130
conscious and competence theory, 102, 104 – 106
conscious awareness, 141
conscious competence, 106
conscious incompetence, 106
consciousness

development, 190 – 193
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shift, 140
usage, 192

consciousness/mindfulness development, 190 – 193
conscious transformational coaching phases, 193
constructionist principle, 167 – 168
constructive criticism, receiving (preparation), 163
constructive feedback, 40
Contemporary Ontology (Effingham), 142
context of relationship, 226
contribution–“They Owe Me” (world perspective), 271
Cooperrider, David, 64, 165
corporate culture, change, 64, 94
course of action, planning (transformational  

learning), 48
COVID-19 pandemic effects, 81
criterion-referenced assessments, 344
criterion-referenced feedback, 335, 345
critical listening, 247
critical reflection, importance, 46
critical theory, 46
Csikszentmihalyi, Mihaly, 151
cultural influence, 184
current state, unfreezing, 129

D

Dannemiller, Kathleen, 68 – 69
data, feedback, 64
deadlines, addition, 327 – 328
decatastrophizing, 314
decoding (communication sequence), 257
deep listening, 201
defensive questions, asking (avoidance), 323
Define, Discovery, Dream, Design, and Destiny (5-D) 

stages, 165 – 167, 166
DEI (Diversity, Equity, and Inclusion), 205 – 206
delta change, 63
denial (grief stage), 337
depression (grief stage), 337
desired state, refreezing, 129
despair, domain, 279

opportunity domain, contrast, 277 – 279
despair, presence, 279
Dewey, John (change theory), 102, 111 – 112
diagnosis, term (usage), 342
diagnostic assessments, 342
diagnostic feedback, 335, 344
Diener, Edward, 151
direct aggression, 308
directions, usage, 16
directive coaching, 337
disciplined-lazy (self-relationship example), 267 – 268
discipline of success self-rating, 376 – 378
discussions, patterns/types, 143
DiSC Workplace Profile, 312, 339, 343
disorienting dilemma (transformational learning), 47
dissatisfaction, patience (improvement), 164

distractions (listening filter), 254
distress, experiencing, 295
diversity awareness, 160, 295
Diversity, Equity, and Inclusion (DEI), 205 – 206
doing (determination), being (usage), 15
dormancy, acknowledgment, 326
double-loop learning, 338

E

Echeverria, Rafael, 108
educational theories/approaches, 102, 111
effective communication, 255

elements, review, 256 – 257
effective leadership

conversations, 366 – 367
emotional intelligence clusters/competencies, 291
“How to Use What I Learned” assessment, 352 – 353
transformation, levels, 356
transformation, usage, 355 – 359, 359 – 360

effectiveness
communication, 351
creations, impact, 272
inner chatter barrier, 236 – 242
interest, 240

efficient communication, 255
Eisenhower priority matrix, 328
Ellis, Albert, 314
Emerson, Ralph Waldo, 6
emotional awareness, 160, 292

evaluation/improvement, 189 – 190
emotional balance, 160, 293
emotional intelligence (EI), 102, 124 – 125, 139

background, 156
clusters, 291, 357
cognizance, 296
competencies, 285, 291
cornerstones, 159
cornerstones, qualities/attributions, 161 – 162
definition, 156
development, 283
domains, 125
genetic predisposition, 289
importance, 185
leadership, 289 – 297
leadership, elements, 289, 291 – 297
levels, 156 – 158
mental ability model, 289
mixed model, 289
nature/nurture, discussion, 288 – 289
paradigm shift, relationship, 288 – 289
personality, impact, 289
presence, 288
professional life experience, relationship, 289
role, 290
self-evaluation, 297 – 299
self-evaluation, inquiries/rating system, 299 – 301
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self-examination, 297 – 299
training, relationship, 289
transformational coach self-evaluation, 372, 372 – 373
usage, 298

Emotional Intelligence (Goleman), 125, 156
emotional intelligence (EI) coaching, 137, 156 – 164

benefits, 163 – 164
questions, 164
usage, 163 – 164

emotionally validating/invalidating statements, 
examples, 307

emotional maturity, 357
emotional quotient (EQ), 156
emotional regulation, 311
emotional resilience, 311
emotional validation, 307
emotional well-being, 49
emotions

definition, 156, 292
feelings, difference, 111
location, knowledge, 15
perception, 156
recognition, 350
redirection, 11
responses (mindful active listening practice), 252
role, 147

emotions/moods (ontological approach), 109
empathic understanding, usage, 130
empathy, 130, 160, 295

mindful listener layer, 249
empiricism (ontological approach), 142
employees

job performance, transformational coaching 
assistance, 81

Theory X/Theory Y assumptions, differences, 128
empowering questions

asking, 321 – 323
characteristics, 323 – 324
examples, 324 – 327

empowerment, 351
encoding (communication sequence), 256
end goals, defining, 327
ending (transition process), 127
energy level, increase, 351
engagement

enhancement, 350
levels, 38
PERMA model aspect, 121

Enneagram Personality Test, 312
enough-not enough

other relationship example, 268
self-relationship example, 266

environmental factors, problems (communication 
efficiency/effectiveness barrier), 255 – 256

epsilon change, 63
Essentic’s Point Positive, 312
ethical requirements, performance (alignment), 74 – 75

ethics, 75
exercise, practice, 41
existential therapy, 102, 123
experience, 147 – 149

centrality, 46
increase, 148

experiential learning, 102, 112 – 114
theory, stages (Kolb), 113

explanatory discussions, 143
exploratory discussions, 143

F

Farson, Richard Evans, 247
feedback, 333, 335

communication sequence, 257
execution, 337
first-order assessment/feedback, 339
forms, differences, 344 – 345
fourth-order assessment/feedback, 339
importance, 336
improvement, 198
levels, 340
meaning, 335 – 336
receiving, 341
rejection, 337
second-order assessment/feedback, 339
steps, description, 340 – 341
third-order assessment/feedback, 339
usage, timing/location, 339
users, identification, 337 – 338

feelings
emotions, difference, 111
NVC four-step model, 139
redirection, 11
role, 147

first-order assessment/feedback, 339
fixed paradigm, example, 287
Flaubert, Gustave, 149
Flores, Fernando, 108
Flow (Csikszentmihalyi), 151
focused dialogues, 215
following up (DEI step), 206
force field theory, 102, 128 – 129
formative assessments, 335, 343
formative feedback, 344 – 345
fourth-order assessment/feedback, 339
fragmented attention, 201
frames of reference, confirmation/interruption, 324
freedom to be, transformation, 9
Freud, Sigmund, 122 – 123
frustration, occurrence, 309
full of joy-“Have to Make It” (world  

perspective), 271
future

focus, 350
vision, co-creation, 193
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G

Gallup’s CliftonStrengths, 312
gamma change, 62, 63
Gandhi, Mohandas, 153
Gardner, Howard, 125, 156
generous-selfish (other relationship example), 269
genuineness, usage, 130
Gestalt therapy, 102, 123 – 124, 128
Goal, Reality, Options, Will (GROW), 69 – 70, 95, 96
goals

end goals, defining, 327
prioritization, 199
setting, 95, 96

Goals Scale for the Present, 313
Goleman, Daniel, 125, 156
good-bad (self-relationship example), 267
Good Life, 151
Goodman, Paul, 123
Goodnow Everett, Walter, 75
grief

experiencing, 295
stages (Kübler-Ross), 337

ground rules, basis, 26
group intervention, 34
growth mindset, 198
Guest House Poem, 312
gut feeling, attention, 201

H

habits, change, 352
happiness, concept, 152 – 153
happy life, dimensions (Seligman), 152
happy-unfulfilled (working perspective), 270
hard-easy (working perspective), 269
health, improvement, 352
Hegel, Friedrich, 143
Heidegger, Martin, 108, 143, 145
Herth Hope Index (HHI), 313
hierarchy of human needs pyramid (Maslow), 122, 123
high creative workplace (HCW), 77
high development culture (HDC), 77
high emotional intelligence, 157

low emotional intelligence, abilities (comparisons), 
157 – 158

high engagement workplace (HEW), 77
high performance (HiPer)

achievement, transformational coaching (role), 78
defining, 76 – 77
transformational coaching, relationship, 73

high performance enhancement (HPE), 73
high performance improvement (HPI), 73
high performance workplace (HPW), 73
characteristics, identification, 77 – 78
description, 77 – 78
high potential (HiPo), 77, 93

high professional (HighPro) (HiPro), 77
high social (HiSoc), 77
hijacking, 89
Hogan Assessments, 312
holding space, 201 – 202
honesty, expression, 230 – 231
Honey, Peter, 114
hope

development, 312 – 313
types, 313

hopeful-resigned (working perspective), 270
Howell’s four stages to learning, 105 – 106
Howell, W.C., 105
“How to Use What I Learned” assessment, 352 – 353
human being, human doing (contrast), 145 – 146
humanistic psychology, 102, 121 – 122, 139
human needs pyramid, hierarchy (Maslow),  

122, 123
human performance, complexity, 82
human performance enhancement (HPE), 3, 73, 81
human performance improvement (HPI), 73
human performance technology (HPT), 81
human resource development (HRD), 3, 25
human resource management (HRM), 3
human resources (HR)

auditor, focus, 93
department, impact, 91
issues, decrease, 34

I

iceberg metaphor, 119, 119 – 120
ice block analogy (Lewin), 129
idealized influence, intellectual stimulation,  

inspirational motivation, individualized 
consideration (4 Is), 186

identification, transformational coach skill, 202
“I Love What I Have”–“It Is Not Fair” (world 

perspective), 271
immunity map worksheet (Kegan/Lahey), 115
immunity to change, 102, 115
impatience (listening filter), 254
indirect aggression, 308
individual change, categories, 63
individual intervention, 34
individual job performance, impact, 81
individual performance, 76
influence (transformation leadership model  

component), 189
influence, ability, 161
inner chatter

chaotic inner chatter, exit, 238, 240, 242
internal chatter/communications, complex, 239
minimization, 201
transformation/effectiveness barrier, 236 – 242
unproductive inner chatter, awareness/blocking, 

237 – 238



Index ◾ 407

inner teams, relationships/cohesiveness  
(reinforcement), 164

inner urging, surrender, 13
inner voice, 236
inquiry

conversion, 327 – 329
levels, 38
opening, 321
power, development, 283

insecurities, overcoming, 163
Insights Discovery, 312
inspire (transformation leadership model  

component), 189
instant nondisruptive feedback, impact, 103
institutionalization, 64
instrumental leadership, 104
instrumental values, 75
integrity

expression, 226 – 228, 227
practice, 163, 230, 240

intellectual autonomy, 54
intentionality, need, 364
internal chatter/communications, complex, 239
internal chatter, impressions (exit), 241
internal communication channel, example, 260
internal dialogue, 236

thoughts, relationship, 236
internal operating system, 36
interpersonal intelligence, importance, 189 – 190
interpersonal skills, 161, 297
intrapersonal skills, 160, 293
intrusive coaching/inquiry, welcoming, 26
intuition, attention, 201
ipsative assessments, 335, 343
ipsative feedback, 345
I statements, usage, 310

J

judgmental questions, asking (avoidance), 323

K

Key Performance Indicators (KPIs), 74, 93
Kierkegaard, Søren, 123
kinesthetic learners (learning style), 114
King, Jr., Martin Luther, 153
knowing (DEI step), 205
knowing, paths, 11
knowledge

acquisition (transformational learning), 48
base, transformational coach understanding, 206
power, equivalence, 215

knowledge, abilities, and skills (KAS), 35
knowledge, skills, attitudes, and behaviors (KSABs), 285
Knowles, Malcolm, 112
Knowles principles, 113

Kolb, David (experiential learning theory), 112 – 114
stages, 113

Kübler-Ross model, application, 338

L

language
differences (communication efficiency/effectiveness 

barrier), 255
listening and speaking (ontological approach), 109
paralanguage (mindful active listening practice), 251
role, 147

leadership
development, transformational learning  

(application), 50
emotional intelligence, cornerstones (qualities/

attributions), 161 – 162
emotional intelligence, role, 290
emotional intelligent support, 158
emotional leadership, 289 – 297
mindful listener layer, 249
paradigms, effectiveness, 285
paradigms, shift, 283
positions, communication skills, 259 – 260, 260 – 262
positions, transformed people (involvement), 354
support, emotional intelligence (cornerstones), 159, 

159 – 164
transformational coaches, leadership qualities,  

373, 374
value-based leadership, 356 – 357

Leadership Circle Profile, 312
leading questions

asking, avoidance, 322 – 323
coercive leading questions, 323
examples, 322

League of Women Voters of the United States 
(LWVUS), questions, 324

learner
beliefs, reassurance, 202
mental types, defects (detection), 103
roles, 54 – 55

learning
arts, usage, 50
four stages (Howell), 105 – 106
level, increase (realization), 350
partnerships, creation, 50
process, 112
styles, 102, 114 – 115

legacy, building (DEI step), 206
Lewin, Kurt, 64, 128
life

experiences, 288
play (process), 273

life coaches, concentration, 42
life coaching, transformational coaching (contrast), 42
listeners, quality, 307
listening
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ability, 39
barriers, filters (impact), 254
layers, 250
mindful listening, 247
signs, 307
spaciousness, creation, 201
types, 247

list evaluating (alter thinking process), 118
list making (alter thinking process), 118
love to-have to (working perspective), 270
low emotional intelligence, 157
high emotional intelligence, abilities (comparisons), 

157 – 158
LUUUUTT model, 52

M

maintenance plan, creation, 176
management theories/models, 102, 125 – 130
managers

accountability, 93
communication skills, 259 – 260, 260 – 262

Manifesto for Agile Software Development, 204
market share, loss, 293
Maslow, Abraham, 149, 151

hierarchy of human needs pyramid, 120, 121,  
122, 123

Maturana, Humberto, 108
Mayer, John, 125, 156
McGregor, Douglas, 127
meaning (PERMA model aspect), 121
Meaningful Life, 151
meanings (receiver factor), 257
measurable goals, establishment, 89
meditation, practice, 42
mental ability model (emotional intelligence), 289
Mental Measurements Yearbook, 343
mental resilience, 311
metaphysics, 142
Metaphysics (Aristotle), 142
Mezirow, Jack, 6, 45, 46, 112, 328
milestones, setting, 328
Miller Hope Scale, 313
Mill, John Stuart, 149
mindful active listening

elements, combination, 248
practice, advantages, 250
practice, fundamentals, 251 – 252

mindful connection, 358
mindful listener, becoming (layers), 248 – 249
mindful listening, 247
mindfulness, 246 – 254

benefits, 16
development, 190 – 193
elements, 17
meaning, 314
meditation, conducting, 16

practice, 16
teaching, 18
transformation, relationship, 16

mindset
attitude/behavior, relationship (modeling), 119
creation, 350
influence, 288

mind, state of mind, 15
mirroring, 251
mixed model (emotional intelligence), 289
motivate (transformation leadership model  

component), 189
motivational interviewing (MI), 199

transformational coach knowledge, 200
motivation, increase, 170
multifaceted self, experiencing, 50
Multifactor Leadership Questionnaire, 50
Multimodal Therapy, 118
Myers-Briggs Type Indicator (MBTI), 312, 339, 343

N

natural disasters, 311
needs (NVC four-step model), 130
needs, identification, 174
negative self-feedback, interpretation, 103
network building, 50
neuro-linguistic programming (NLP), 199

transformational coach knowledge, 201
neuroscience, transformational coach knowledge, 199
neutral questions, examples, 322
neutral zone (transition process), 127
new beginnings (transition process), 127
new opportunities, invention/empowerment  

(practices), 280
Nietzsche, Friedrich, 123
noise, 255

influence, 256
nondirective coaching, 337
nondisruptive feedback, impact, 103
nonverbal (receiver factor), 257
nonviolent communication (NVC), 102, 130 – 131

four-step model, 130, 131
norm-referenced assessments, 343 – 344
norm-referenced feedback, 335, 345
no, saying (practice), 310

O

obeying self, 8 – 9
Objective, Being, Support, Empower, Reflection, 

Vow, Evaluation (OBSERVE) coaching model, 
202 – 203

observation
depth, 39
transformational coach skill, 202

observations (NVC four-step model), 130
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OBSERVE (Objective, Being, Support, Empower, 
Reflection, Vow, Evaluation) coaching model, 
202 – 203

observing (ontological approach), 109
ontological approaches, 102, 108 – 111, 137, 142 – 149

observation areas, 110
ontological coaching, 143
ontological inquiries, 137, 142 – 149
ontological/psychological payoffs, 275 – 276
ontology

definition, 142
transformation, relationship, 14 – 15

open-ended questions, usage, 322
opinion

domain, 274, 275
impact, 274 – 276
ontological/psychological payoffs, 275 – 276
red flags, 275
respect, 307

opportunities
empowering practices, invention, 279
new opportunities, invention/empowerment 

(practices), 280
opinion, 273 – 276
playing, evidence, 277
possibilities, 273, 276 – 277
presentation, 174

opportunity, domain, 276, 278
despair domain, contrast, 277 – 279

opportunity-resignation (world perspective), 271
optimism, coaching (usage), 313 – 315
organizational change

categories, 63
goals, assessment (rating instrument), 80

organizational core competency, 88
organizational intervention, 35
organizational performance, 76

balanced scorecard, inclusion, 76
organization development (OD), 25

elements, transformational coaching  
(application), 59

literature, 289
terminologies, definitions/descriptions, 32 – 35
transformational change, occurrence, 35 – 36
transformational change, relationship, 64, 68 – 69
transformational coaching, application, 70
transformational coaching, relationship, 61, 69 – 70

organization development (OD) intervention, 1, 3, 141
levels, 33
transformational coaching, usage (potential), 32

organizations
coaching culture, assessment, 368, 370, 370 – 371
culture, 366, 368 – 370
emotional intelligence, presence, 288
environment, 366
environment, coaching (relationship), 366 – 370
results achievement, 82

values/vision/mission, team understanding 
(assessment), 368, 369, 369 – 370

organization strengths
agreement, 67
identification, 67

others
arts, usage, 50
feelings, validation (ability), 307
opinions, respect, 307
perception/relationship, examples, 268 – 269

outputs, understanding, 74

P

paradigm, 286
fixed paradigm, example, 287

paradigm shift, 286, 288
elements, 287
emotional intelligence, relationship, 288 – 289

paralanguage (mindful active listening  
practice), 251

paralingual (receiver factor), 257
paralleling (mindful active listening practice), 251
participants

assistance/empowerment, 169
coach/client foundation/collaboration, 27, 30,  

31 – 32
collaboration/partnership, 31
engagement, encouragement, 170
identification, 30
inquiry engagement level, 39

passionate-just a job (working perspective), 270
passive-aggressive communication, 308
passive communication style/behavior, understanding, 

308 – 309, 309
passive listening, 247
patience, display, 38
patterns, transformation, 15
peace of mind, creations (impact), 272
performance

behaviors, equivalence, 74
cultural dimension, 76
defining, 73 – 76
dimensions, 75
enhancement/improvement, transformational 

coaching (relationship), 81 – 84
ethical requirements, alignment, 74 – 75
improvement, application, 82 – 84
improvement consultant, questions, 84
leverage, 104
outcomes/outputs, equivalence, 74
perspectives, 76
results, equivalence, 74
self-rating sheet, 367, 368
values, alignment, 74 – 75

Peris, Fritz, 123
Peris, Laura, 123
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PERMA (Positive emotion, Engagement, Relationships, 
Meaning, and Accomplishments) model 
(Seligman), 120, 120

aspects, 120 – 121
personal development, 122
personal effectiveness, 265
personal responsibility, taking, 27, 40
personal transformation, 7

essentials, 7, 8
opportunities/abilities, process, 18

psychology, impact, 11
perspective shifts, reaction, 52
perspective, transformation (creation), 48
philosophy, transformation (relationship), 8 – 9
physical distance (communication efficiency/effectiveness 

barrier), 255
physical resilience, 311
planned behavior, theory (clear method), 187
Plato, 143
“pleasant life” (Seligman), 151
poaching, 89
poetic principle, 168
positive attitude, commitment (display), 355
positive communication, 151
positive emotion

enhancement, 312
PERMA model aspect, 120 – 121

Positive emotion, Engagement, Relationships, Meaning, 
and Accomplishments (PERMA) model, 
120 – 121

positive energy, increase, 170
positive influence, 296
positive mental strengths, 357 – 358
positive principle, 168
positive psychology, 102

application, 10 – 11
background, 151
benefits, 153 – 154
explanation, 149, 151
“positive,” term (implication), 151
positive thinking, contrast, 153
transformational coach knowledge, 200
usage, 10

positive psychology coaching, 137, 149 – 154
foundation, 152 – 153
questions, examples, 154
usage, 155

positive relationships, 151
positive thinking

elements, 154
positive psychology, contrast, 153

positivism (ontological approach), 142
positivity, 160, 294
concept, 152 – 153
power of inquiry, development, 283
practices, repetition (involvement), 41
pragmatists (learning style), 115

presence, 141, 147 – 149
increase, 148

present, focus, 350
presenting problem, 82
pretending (listening filter), 254
pretense, authenticity (contrast), 230
Priority Matrix, 328
problem identification, 95, 96
problem solving, 95, 96

activities, 205
mode, 202
skills, 311 – 313

problems/resolutions, shift (process), 144
process consulting, 102, 126
Prochaska, James, 106
productive-getting by (working perspective), 270
productive individual, indicator, 17
productivity

creations, impact, 272
transformation, relationship, 16 – 18

project resources, identification, 328
psychological memories, building (elements), 12
psychological theories/approaches, 102, 120 – 124
psychology, transformation (relationship), 10 – 11
psychosynthesis, 102, 122 – 123
psychotherapy, client-centered approach, 129 – 130
purpose, usage, 16

Q

quality of life, 147 – 149
impact, 146 – 147
increase, 148

questioning-reflection process, 49
questions

coercive leading questions, 323
defensive/judgmental questions, asking  

(avoidance), 323
empowering questions, asking, 321 – 323
examples, 325 – 326
leading questions, asking (avoidance), 322 – 323
open-ended questions, usage, 322
power, 324

R

rapport, 222 – 223
attention/positivity/coordination, 222
establishment, 169, 174, 222 – 223
transformational coach rapport, establishment, 

374 – 375, 375 – 376
Rational Emotive Behavior Therapy (REBT), 119, 314
rational/reflective discourse, usage, 46
realism (ontological approach), 142
realistic hope, 313
receiver, factors, 257
reflection, 52
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reflection-in-action, meaning, 52
reflective listening, 247
reflectors (learning style), 114
refreezing activities, 129
Regis College, 115
reintegration (transformational learning), 49
relatedness, 222 – 223
relationship management, 159, 290

emotional intelligence cornerstone, 161
emotional intelligence leadership element, 289, 

296 – 297
relationships

arts, usage, 50
building, 250
context (transformational coaching gear  

wheel), 226
definition, 224
enhancement, 163
establishment, 26
improvement, 350 – 351
PERMA model aspect, 121
positive relationships, 151
transformational coach development/ 

maintenance, 206
transformation, process, 265 – 271

reliable-sloppy (other relationship example), 269
rephrasing (mindful active listening practice), 251
requests (NVC four-step model), 130
research-based standards, 344
resentment, occurrence, 308 – 309
resignation, presence, 279
resilience

defining, 310 – 311
development, 283, 305
development, transformational coaching (usage), 

312 – 315, 315 – 316
types, understanding, 311

resolution-related approach, 168
resources, identification, 328
respect
basis, 26
transformational coaching gear wheel, 224 – 225
response (communication sequence), 257
responsibility, 351 – 352

expression, 226, 227, 228 – 229
practice, 163, 230

Responsible, Accountable, Consulted, and Informed 
(RACI), usage, 327

responsible-”It’s Not My Fault” (world perspective), 271
Roads to Purpose, 240
Road to High-Performance Workplaces, The (U.S. 

Department of Labor), 78
Rogers, Carl, 121, 129 – 130, 151, 247
roles/actions, exploration (transformational  

learning), 48
roles, trying (transformational learning), 48 – 49
Rosenberg, Marshall, 130

S

safe-dangerous (world perspective), 271
safe-not safe (other relationship example), 269
safe space, creation, 38
Salovey, Peter, 125, 156
Sartre, Jean-Paul, 14, 143, 145
Schein, Edgar, 126
Searle, John, 108, 143
second-order assessment/feedback, 339
self

definition, 223
obeying self, 8 – 9
pieces, removal, 10 – 11
sense, 50
variations, 8

self-actualization, 122
self-assessment, 160, 292
self-awareness, 49, 139, 156 – 157, 290

characteristics, 278
concept, 36
emotional intelligence cornerstone, 159 – 160
emotional intelligence leadership element, 289, 

291 – 293
improvement, 250
mindful listener layer, 249

Self-Care Vision Board, 312
self-change, transtheoretical model, 102
self-compassion, 311
self-confidence, increase, 10, 154, 306
self-control, 160, 292
self-directed learning, 46
self-doubt, overcoming, 163
self-efficacy, 49
self-empathy, 131
self-esteem, 311

development, 250
increase, 10
self-evaluation, 333, 364 – 365
form, elements, 366
improvement, 16
purpose, 365
rating, 359
requirements, 365
role, 363
transformational coaches, self-evaluation, 372 – 380

self-examination, 277
increase, 38

self-experience, 354
self-fulfillment, 122
self-inquiry questions, usage, 273
self-interest, responsiveness, 104
self-management, 159, 160
self-perception, 265 – 268
self-rating

tables, elements, 366
usage, 363
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self-realization, 122, 139
maintenance, self-inquiry questions (usage), 273
mindful listener layer, 249

self-reflection, 364
mutual space, 183
usage, 46

self-regulation, 159, 290
emotional intelligence cornerstone, 160
emotional intelligence leadership element, 289, 

293 – 294
increase, 10

self-relationship, 265 – 268
examples, 266 – 268
self-satisfaction, 275 – 276
self-talk, minimization, 201
self-understanding, 122
Seligman, Martin, 120, 151
sender, message (attention), 257
Sensory Awareness, 312
shared experiences, recognition (transformational 

learning), 48
showing (DEI step), 205
silence, application (mindful active listening  

practice), 251
simple questions (neutral questions), examples, 322
simultaneity principle, 168
situations, examples, 325 – 326
skills, learning (Howell’s pathway), 105
smart-dumb (self-relationship example), 267
SMARTE (Specific, Measurable, Achievable, Relevant, 

Time-bound and Evaluable) goals, usage, 206
SMART (Specific, Measurable, Achievable, Relevant, 

and Time-bound) goals, 198, 198, 327
social awareness, 159, 290

emotional intelligence cornerstone, 160 – 161
enhancement, 163
emotional intelligence leadership element, 289, 

294 – 296
social change, 11 – 12
social connections, 311
social resilience, 311
social skills

enhancement, 163
exhibition, 223
requirement, 294 – 295

social transformation, 12 – 13
society

format, factors, 13
transformation, impact, 12 – 13

sociology, transformation (relationship), 11 – 13
Socrates (transformational coach), 95
spaciousness, creation, 201
Specific, Measurable, Achievable, Relevant, and  

Time-bound (SMART) goals, 198, 198, 327
Specific, Measurable, Achievable, Relevant, Time-bound 

and Evaluable (SMARTE) goals, usage, 206
Srivastva, Suresh, 165

stages of change, 106
stakeholders, agreement, 64
Standout 2.0 (Buckingham), 173
“StandOut” strengths assessment, strength roles, 174
State of Agile Coaching Report, 204
state of being, 146 – 148
application, 148
state of doing, management, 148
state of mind, 15
stepping up/in (DEI step), 205 – 206
storytelling model, 52
strategic design, transformational coach  

development, 206
strength-based approach, 139, 358

process, 175
strength-based coaching, conduction (questions), 176
strength-based development, 358 – 359
strength-based model, 137
strength formula, 172
strength roles, 173, 174
strengths

identification, 174, 312
perspective, 173
positive mental strengths, 357 – 358

strengths-based approach, 173
strengths-based coaching, 96, 170 – 176

approach, conducting (questions), 177 – 178
benefits, 176
history/background, 173
process, 173 – 176

stress-inducing thoughts, replacement, 314
stress, reduction, 163
St. Thomas Aquinas, 149
subjective experiences, types, 9
subconscious assumptions, 51
suffering, transformation, 9
summative assessments, 335, 343
summative feedback, 345
survivor mentality, 311

T

talent
poaching/hijacking, 89
term, importance, 88 – 93

talent development
accountabilities (establishment), questions 

(consideration), 93
meaning, 87
measurable accountabilities (establishment), 

questions (consideration), 94
measurable goals (establishment), questions 

(consideration), 90, 90
roles, clarification process, 91
roles (establishment), questions (consideration),  

91, 92
stakeholder execution, identification, 91
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transformational coaching, contribution process, 
95 – 96

transformational coaching, relationship, 87
transformational coaching, usage (timing/location), 

93 – 94
tasks

completion, list, 327
prioritization, 327 – 328

team
building, 34, 50, 205
intervention, 34
management, 50
performance, 76
synchronization, 297

teamwork, concept (application), 242
temporal distance (communication efficiency/

effectiveness barrier), 255
terminal values, 75
theorists (learning style), 115
theory of planned behavior, clear method, 187
theory of the unconscious mind, 121
theory of well-being, 120
Theory X, 102, 127, 128
Theory Y, 102, 127 – 128, 128
third-order assessment/feedback, 339
thought recording, 314
thoughts recording (alter thinking process), 118
thoughts replacing (alter thinking process), 118
timebound measurable criteria, 89
time of retreat, acknowledgment, 326
to-do list, 327
tone, setting (DEI step), 205
Trait Hope Scale, 313
transactional coaching, 36 – 37

elements, 37 – 38
focus, 36
participant inquiry engagement level, 39
role, simplification, 36
transformational coaching, contrast, 36 – 37

transactional leaders, 104
transcendent hope, 313
transformation

achievement, 96
application, 8
change, comparison, 23
creation, mindfulness elements (impact), 17
definition, 4 – 5
descriptions, 4 – 5
impact, 12 – 13
individual experiences, relationship, 9
inner chatter barrier, 236 – 242
metaphor, 5 – 6, 6
mindfulness, relationship, 16
ontology, relationship, 14 – 15
perspective, differences, 7 – 16
philosophy, relationship, 8 – 9
possibility, 6

preparation, 52
presence, 140 – 141
productivity, relationship, 16 – 18
psychology, relationship, 10 – 11
recognition, 350
relationship, transformation, 265 – 271
sociology, relationship, 11 – 13
theories, 102 – 107
theory/practice, relationship, 10
usage, 355 – 359, 359 – 360

transformational change, 62 – 63
organization development, relationship, 64, 68 – 69
possibility, 13
transformational coaching, relationship, 64

transformational coaches, 99, 197
challenge skills, 203
challenging, 39
characteristics, 189 – 190, 190, 191 – 192
coaching agility, 204 – 205
coaching assessment, 206 – 207
coaching presence, 203 – 204
coaching processes self-evaluation, 383 – 385
compassion, 38
constructive feedback, 40
deep listening, usage, 201
deep observation, 39
description, 191 – 192
discipline of success self-rating, 376 – 378
disciplines, 376
Diversity, Equity, and Inclusion (DEI) awareness, 

205 – 206
effectiveness, 365 – 385
emotional intelligence self-evaluation, 372, 372 – 373
holding space, usage, 201 – 202
impact, 185
keen listening, 39
leadership qualities, 373, 374
mindset/principles, 197 – 199
observation/identification skills, 202
OBSERVE coaching model, 202 – 203
offering, 184 – 185
patience, 38
performance self-rating sheet, 367, 368
personal responsibility, 40
positive psychology coaching, usage, 155
questions, usage, 163 – 164
rapport, establishment, 374 – 375, 375 – 376
reality, interpretations (contrast), 40
reflection skills, 203
roles, 53 – 54
safe space creation, 38
scientific studies/techniques, knowledge, 199 – 201
self-evaluation, 372 – 380
self-evaluation, areas, 363 – 364
self-reflection/self-evaluation, self-rating (usage), 363
skills/competencies, 201 – 203, 378, 378 – 380
strengths/skills/competencies, 38 – 40
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transformational coaching (TC), 1, 3, 23
accountability, expression, 226
agility, 203 – 204
application, 59, 70
applied behavioral science, 102
assessment, 206 – 207
assessment, conducting (worksheet), 341
assessment, users (identification), 337 – 338
authenticity, 226 – 231
awareness, building, 40
benefits, receiving, 351
central principle, 26
cognitive behavioral theory, 102
commitment, building, 41
communication, 211
conscious transformational coaching phases, 193
conversations, 215
conversations, characteristics, 215
core values, 27, 28 – 30
CT/CBT therapies, combination, 117
culture, assessment, 368, 370, 370 – 372
defining, 24
delivery, 30
educational theories/approach, 102
effectiveness, 211
elements, 37 – 38
elements, usage, 353
emotional intelligence, 102
engagement, 216
feedback, providing (worksheet), 342
feedback, users (identification), 337 – 338
focus, 25 – 26
focused dialogues, 215
foundation, 213 – 215
fundamentals/notions, 26 – 27, 27
goals, assessment (rating instrument), 79
high performance, relationship, 73
history/background, 25 – 30
humanistic/psychological focus, 24
impact, 235
implementation, contributions, 101
importance, reason, 97
integration model, 137 – 141, 140
integrity, expression, 226
issues/breakthroughs, talking, 214 – 215
knowledge, usage, 349 – 355
Kübler-Ross model, application, 338
life coaching, contrast, 42
management theories/models, 102
meaning, 87
methodologies, 25 – 26, 99, 183
methodologies, overview, 184 – 185
nonviolent communication, 102
OBSERVE coaching model, 202 – 203
ontological approach, 102, 108 – 111
organization development, relationship, 61, 69 – 70
organization environment, relationship, 366 – 370

participant inquiry engagement level, 39
performance enhancement/improvement, 

relationship, 81 – 84
practices, building, 41 – 42
presence, 203 – 204
principle, 26
principles, 27
process, 26, 380 – 385
process, assessment/feedback usage  

(timing/location), 339
process, elements, 380, 382
processing, core practical skills, 40 – 42
psychological theories/approaches, 102
questions, ontological approach, 149, 150
rapport, 222 – 223
relatedness, 222, 223 – 224
relationship, 222, 224
relationship, context (workability gear wheel), 226
respect (workability gear wheel), 224 – 225
responsibility, expression, 226
role, 78
roles, clarification process, 91
stakeholder execution, identification, 91
structure, 211, 213
structure sequence, 217 – 221
structure, sequence, 380, 381 – 382
talent development, relationship, 87
theories, 99
transactional coaching, contrast, 36 – 37
transformational change, relationship, 64
transformational learning, usage, 45, 51 – 53
trust (workability gear wheel), 226
usage, 25, 310, 312 – 315, 315 – 316
usage, potential, 32
usage, timing/location, 93 – 94
words, impact, 214 – 215
workability, gear wheels, 224 – 226, 225
workability, rapport/relatedness/relationship, 222, 222
workable structure, 213
worksheet, AIM (usage), 68
worksheet, ARM (usage), 66

transformational leaders, 104
4 Is, 186
consciousness/mindfulness development, 190 – 193
development, 50

transformational leadership
framework, 185 – 187
model, 188, 188 – 189
principles, understanding (questionnaire), 194
principles, understanding (tools), 194
theory, 102, 103 – 104

transformational learning
application, 50
benefits/disadvantages, 49
examples, 51
phases, 47, 47 – 49
practices, 53 – 55
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triggers, 326
usage, 45, 51 – 53

transformational learning, usage, 45
transformational OD change intervention, conducting, 

35 – 36
transformational presence, 141

usage, 141
transformational process, 95, 96
transformative learning theory (TTL) (Mezirow), 46

components, 46
transformed mind

impact, 242 – 246
usage, 246 – 254

transformed people, leadership positions, 354
transform, term (usage), 5
transitions

management, 102, 126 – 127
model process, 126

transmitting (communication sequence), 256
transtheoretical model (TTM), 106
transtheoretical model of behavioral change, 102, 106 – 107

stages, 107
transtheoretical model of change, processes, 106 – 107, 108
transtheoretical model of self-change, 102
transtheoretical model (TTM) self-change model, 106
treasure chest, creation, 312
trust

absence, 296
basis, 26
building, 161, 169, 296 – 297

transformational coaching gear wheel, 226
trustworthy-crafty (other relationship example), 269
truth, telling, 27
turnover, decrease, 34

U

unconditional positive regard, usage, 130
unconscious competence, 106
unconscious incompetence, 105
unconsciously incompetent being (state), 105
unconscious mind, theory, 121
unproductive inner chatter, awareness/blocking, 

237 – 238
utopian hope, 313

V

value-based leadership, 356 – 357
values, 75

creation, 175
performance, alignment, 74 – 75
qualities, 357

vision, 163
anchor, 355

vision-based foundation, 355
visual learners (learning style), 114
vitality

improvement, 352
increase, 154

W

way of being (ontological approach), 110
weaknesses, identification, 312
well-being, theory, 120
we-ness, 50
what if, fear, 126
what we are doing, impact, 146 – 147
Whitmore, John, 69
Whole Systems Transformational Change Conference 

(WSTCC), 68 – 69
who we are being, impact, 146 – 147
win-win-win situation, 351
with me-against me (other relationship  

example), 268
words

receiver factor, 257
transformational coach influence, 214 – 215

workability
gear wheels, 224 – 225, 225
interest, 240

workforce education and development (WFED),  
3, 25

working, perspective, 269 – 270
workplace culture, characteristics, 78
workplace learning and performance (WLP), 3
work self-rating system, emotional intelligence  

(usage), 298
world

choice, 272 – 273
perspective, 270 – 271
self-creation, 266

worthy-not worthy
other relationship example, 268
self-relationship example, 267

Z

Zeine, Foojan, 124


	Cover
	Half Title
	Title
	Copyright
	Dedication
	Contents
	Preface
	Acknowledgments
	Advance Organizer
	About the Authors
	PART I PRESENCE OF TRANSFORMATIONAL COACHING, CONCEPT AND HISTORY
	1 The World of Transformation
	Overview
	Some Definitions and Descriptions for Transformation
	Transformation
	A Scientific Definition for Transformation


	A Common Metaphor for Transformation
	Personal Transformation
	Essentials for Personal Transformation
	Different Takes on Transformation
	Philosophy and Transformation
	Transformation and Individual Experiences

	Psychology and Transformation
	Remove What Is Not You
	Redirecting Emotions and Feelings

	Sociology and Transformation
	Transformation and Its Impact on Society

	Ontology & Transformation
	Who We Are Being Impacting How and What We Are Doing
	Being as a State of Mind
	Knowing Where We Are Emotionally

	Mindfulness & Transformation
	Having Purpose and Directions


	Transformation and Productivity
	Something to Consider

	Key Takeaways
	Discussion Points and Coaching Questions
	References

	2 Transformational Coaching Concept, History, Principles, and Use
	Overview
	What Is Transformational Coaching?
	Transformation Coaching for Change
	History and Background of Transformational Coaching
	The Focus and Methodologies
	Central Principle
	The Fundamentals and Notions
	The Core Values and Principles
	The Foundation for Coach, Client and Participants Collaboration
	Who Is the Client?
	Who Are the Participants?.
	Who Is the Coach?


	Potential Use of Transformational Coaching in OD Interventions.
	Some Definitions and Descriptions of OD Terminologies
	Organization Development
	Change Intervention
	Individual Intervention
	Group and Team Intervention
	Organizational Intervention
	Change Agent

	Transformational Change in OD
	Transactional Coaching Versus Transformational Coaching
	Transactional Coaching
	Transformational Coaching

	Four Levels of Inquiry and Engagement
	Transformational Coaches’ Strengths, Skills, and Competencies
	Compassion
	Patience
	Creating Safe Space
	Challenging
	Keen Listening
	Deep Observation
	Personal Responsibility
	Reality versus Interpretations
	Constructive Feedback

	Core Practical Skills for Processing the Transformational Coaching
	Building Awareness
	Building Commitment
	Build Practices

	How Transformational Coaching Is Distinct from Life Coaching
	Key Takeaways
	Discussion Points and Coaching Questions
	References

	 3 Transformational Learning in Transformational Coaching
	Overview
	Jack Mezirow’s Transformative Learning Theory
	Phases of Transformational Learning
	Summarizing Transformational Learning Phases

	Benefits and Disadvantages of Transformational Learning
	Application of Transformational Learning in Leadership Development
	Transformational Learning Examples
	How to Use Transformational Learning in Transformational Coaching
	Transformational Learning Practices
	The Roles of a Transformational Coach
	The Roles of a Learner

	Key Takeaways
	Discussion Points and Coaching Questions
	References.


	Part II Application of Transformational Coaching in Elements of OD
	 4 Transformational Coaching and Organization Development
	Overview
	What Is Transformational Change?
	How Does Transformational Change Relate to Transformational Coaching?
	How Does Transformational Change Relate to OD?
	The Action Research Model
	The Appreciative Inquiry Model
	How Transformational Change Relates to OD

	How OD Relates to Transformational Coaching
	How Transformational Coaching Is Applied in OD
	How Transformational Coaching Is Applied without OD
	Key Takeaways
	List of Discussion Questions
	References

	 5 Transformational Coaching and High Performance
	Overview
	Defining Performance
	Performance Means Results
	Performance Means Behaviors
	Performance Can Mean Outcomes as Well as Outputs
	Performance May Include Alignment with Values and/or Ethical Requirements
	Individual, Team, Organizational, and Other Performance Perspectives
	Organizational Performance Includes a Balanced Scorecard
	Performance Can Have a Cultural Dimension

	Defining High Performance
	Describing the High Performance Workplace (HPW)
	Ways to Identify Characteristics of the HPW

	The Role Transformational Coaching Plays in Achieving High Performance
	How Transformational Coaching Relates to Performance Management
	How Transformational Coaching Relates to Performance Enhancement and Improvement
	Applying Performance Improvement When Other People Request Help
	Applying Performance Improvement When Nobody Requests Help
	How Does Transformational Coaching Relate to Performance Improvement

	Key Takeaways
	Discussion Points and Coaching Questions
	References

	6 Transformational Coaching and Talent Development
	Overview
	What Is Meant by Transformational Coaching and Talent Development?
	Why Is the Term Talent So Important?
	Establishing Measurable Goals
	Questions to Consider in Establishing Measurable Talent Development Goals
	Who Carries Out Transformational Coaching and Talent Development?
	How Are Roles Clarified?
	Questions to Consider in Establishing Talent Development Roles
	Establishing Accountabilities
	How Can Managers Be Held Accountable?
	Questions to Consider in Establishing Talent Development Accountabilities

	When and Where Is Transformational Coaching Used in Talent Development?
	How Is Transformational Coaching Carried Out to Contribute to Talent Development?
	The Coach-Coachee Relationship
	Problem Identification and Goal Setting
	Problem Solving
	Transformational Process
	Mechanisms by Which the Model Achieves Outcomes

	In Summary, Why Is Transformational Coaching Important for Talent Development?
	Key Takeaways
	Discussion Points and Coaching Questions
	References.


	Part III Transformational Coaching Theories, Methodologies, and Transformational Coaches
	 7 Contributions to Implementation of Transformational Coaching
	Overview
	Transformation Theory
	Cognitive Transformational Theory
	Transformational Leadership Theory
	Transactional Leaders
	Transformational Leaders

	Conscious and Competence Theory
	Howell’s Four Stages to Learning

	Transtheoretical Model of Behavioral Change
	Processes of the Transtheoretical Model of Change


	Ontological Approach to Transformational Coaching
	Observing
	Emotions and Moods
	Language (Listening and Speaking)
	Body and Physicality
	Way of Being
	Behavior
	Difference between Feelings and Emotions


	Educational Theories and Approach
	Dewey’s Change Theory
	Adult Learning Theory
	Experiential Learning
	Kolb’s Experiential Learning Theory

	Learning Styles
	Visual Learners
	Auditory Learners
	Kinesthetic Learners
	Activists
	Reflectors
	Theorists
	Pragmatists

	Immunity to Change

	Applied Behavioral Science
	Cognitive Behavioral Theories
	Cognitive Therapy
	Cognitive Behavioral Therapy
	Alter Thinking Using Cognitive Behavioral Therapy
	Key Distinctions between Cognitive Therapy and Cognitive Behavioral Therapy
	The Iceberg Metaphor


	Psychological Theories and Approach
	Positive Psychology
	Five Aspects of Seligman’s PERMA Model

	Humanistic Psychology
	Psychosynthesis
	Existential Therapy
	Gestalt Therapy
	Awareness Integration Model

	Emotional Intelligence
	Management Theories and Models
	Process Consultation
	Managing Transitions
	Theory X and Theory Y
	Theory X
	Theory Y

	Force Field Theory
	Unfreeze the Current State
	Implement the Change
	Refreeze the Desired State

	Client-Centered Approach

	Nonviolent Communication
	Key Takeaways
	Discussion Points and Coaching Questions
	References

	 8 Transformational Coaching Integration Model
	Overview
	What Is a Coaching Model?
	Advantages of Following a Model in the Coaching Process

	Transformational Coaching Integration Model
	Presence of Transformation
	Presence
	Transformational Presence
	Use of Transformational Presence


	Ontological Inquiries and Approach to Coaching
	Ontological Approaches
	Ontological Coaching
	The Pattern of Discussions
	Being and Doing
	Impact of Who We Are Being on What We Are Doing and Quality of Life
	Quality of Life, Experience, and Presence

	Benefits of Ontological Approach to Coaching
	Ontological Approach to Transformational Coaching Questions

	Positive Psychology Coaching
	What Is Positive Psychology?
	Background of Positive Psychology
	The Implication of “Positive” in Positive Psychology

	Foundation of Positive Psychology Coaching
	One: Concept of Happiness and Positivity
	Two: Individuals’ Character Strengths

	Positive Thinking versus Positive Psychology
	Benefits of Positive Psychology
	Examples of Positive Psychology Coaching Questions

	Emotional Intelligence Coaching
	Background of Emotional Intelligence
	Levels of Emotional Intelligence
	Low Emotional Intelligence
	High Emotional Intelligence

	Four Cornerstones of Emotional Intelligence in Leadership
	Self-Awareness
	Self-Regulation
	Social Awareness
	Relationship Management


	Appreciative Inquiry and Appreciative Coaching
	History and Background
	Stages of Appreciative Inquiry and Coaching
	The Primary Principles of Appreciative Coaching
	The Constructionist Principle
	The Positive Principle
	The Poetic Principle
	The Simultaneity Principle
	The Anticipatory Principle

	Selection of the Topic and Language of Appreciative Coaching
	Practical Model for the Appreciative Inquiry Process
	Establish Rapport and Build Trust
	Assist the Participants in Identifying the Main Issues in Their Way
	Empower Participants to Envision Their Preferred Future
	Encourage Participants’ Engagement with the Design
	Assist the Participants in Designing the Action Plan for Realizing the Vision

	Benefits of Appreciative Inquiry Coaching
	Questions for Conducting Appreciative Inquiry Coaching

	Strengths-Based Coaching
	History and Background
	Strength Roles
	Strengths-Based Coaching Process
	Benefits of Strengths-Based Coaching
	Questions for Conducting Strength-Based Coaching

	Key Takeaways
	Discussion Points and Coaching Questions
	References.

	 9 Transformational Coaching Methodologies
	Overview
	Overview of Transformational Coaching Methodologies
	What a Transformational Coach Has to Offer
	How a Transformational Coach Makes a Difference

	Transformational Leadership Framework
	The CLEAR Method

	Transformational Leadership Model
	Challenge
	Inspire
	Influence
	Motivate

	Characteristics of a Transformational Coach
	Consciousness and Mindfulness Development of Transformational Leaders
	Tool to Understand Transformational Leadership Principles
	Key Takeaways
	Discussion Points and Coaching Questions
	References.

	 10 Transformational Coach
	Overview
	Mindset and Principles
	Knowledge of Scientific Studies and Techniques
	Skills and Competencies
	Coaching Presence
	Coaching Agility
	Diversity, Equity, and Inclusion (DEI)
	Coaching Assessment
	Key Takeaways
	Discussion Points and Coaching Questions
	References


	Part IV Transformational Coaching Structure, Communication and Effectiveness
	 11 Workable Structure for Transformational Coaching
	Overview
	Transformational Coaching Foundation
	Talking about Issues or Talking for Breakthroughs
	Influence of Our Words on Our Experience
	Coaching Conversations: Focused Dialogues


	Transformational Coaching Engagement
	Changing Thinking Patterns
	Transformational Coaching Sequence

	Rapport, Relatedness, and Relationship for Workability
	What Is Rapport?
	What Is Relatedness?
	What Is a Relationship?

	The Gear Wheels of Coaching Workability
	Respect
	Trust
	Context of Relationship

	Authenticity: An Expression of Integrity, Responsibility, and Accountability
	Integrity
	Responsibility
	Accountability
	Authenticity
	The Flip Side of Authenticity Is Pretense

	Honesty

	Key Takeaways
	List of Discussion Questions
	References.

	 12 Effective Communication and Active Listening Caused by Transformational Coaching
	Overview
	Inner Chatter; a Barrier to Transformation and Effectiveness
	The Language of Communication
	Be Aware and Block the Unproductive Inner Chatter
	The Ways Out of Chaotic Inner Chatter

	Effective Communication through a Transformed Mind
	Active Listening through a Transformed Mind and Mindfulness
	The Way for Effective and Mindful Listening
	Critical Listening
	Reflective Listening
	Passive Listening
	Active Listening

	The Layers of Becoming a Mindful Listener
	Advantages of Practicing Mindful, Active Listening
	Fundamental Practices of Mindful Active Listening
	Rephrasing
	Paralanguage
	Paralleling
	Applying Silence
	Responding to Emotions

	How Good Are Your Active Listening Behaviors?
	Filters on the Way of Our Active Listening

	Barriers to Efficient and Effective Communication
	Barriers to Communication Efficiency and Effectiveness
	Reviewing Elements of Effective Communication

	Communication Plan, Communication Charter, and Communication Channel
	Communication Plan
	Communication Charter
	Communication Channel

	Communication Skills for Managers and Leadership Positions
	Key Takeaways
	List of Discussion Questions
	References.

	 13 Personal Effectiveness
	Overview
	Transforming Our Relationship to Ourselves, Others, and Productivity
	How Do We See and Relate to Ourselves?
	Enough—Not Enough
	Good—Bad
	Worthy—Not Worthy
	Beautiful—Ugly
	Smart—Dumb
	Disciplined—Lazy

	How Do You See and Relate to Others?
	Enough—Not Enough
	With Me—Against Me
	Worthy—Not Worthy
	Reliable—Sloppy
	Trustworthy—Crafty
	Generous—Selfish
	Safe—Not Safe

	How Do You View Working in General?
	Hard—Easy
	Hopeful—Resigned
	Happy—Unfulfilled
	Appreciated—Not Acknowledged
	Productive—Getting By
	Love To—Have To
	Passionate—Just a Job

	How Do You See the World Around You?
	Safe—Dangerous
	Responsible—“It’s Not My Fault”
	Full of Joy—“Have to Make It”
	Contribution—“They Owe Me”
	“I Love What I Have”—“It Is Not Fair”
	Accountable—“They Don’t Know My Sorrow”
	Opportunity—Resignation


	We Have a Choice
	Opinion or Possibilities for Opportunity
	Opinion
	Red Flags of Opinion

	Possibilities for Opportunities
	Evidence of Playing for Opportunity


	The Domain of Opportunity versus Domain of Despair
	Inventing New Empowering Practices for New Opportunities

	Key Takeaways
	List of Discussion Questions
	References


	Part V Developing Emotional Intelligence, Assertiveness, Resilience, and Power of Inquiry for Shifting Paradigms in Leadership
	 14 Emotional Intelligence Competencies and Effective Leadership Paradigm
	Overview
	What Is a Paradigm?
	What Is a Paradigm Shift?
	Emotional Intelligence and Paradigm Shift
	Presence of Emotional Intelligence in Organizations
	Is EI Nature or Nurture?

	Emotional Intelligence Leadership
	Self-Awareness
	Emotional Awareness
	Self-Control
	Self-Assessment
	Intrapersonal Skills

	Self-Regulation
	Emotional Balance
	Adaptability
	Positivity
	Accountability

	Social Awareness
	Empathy
	Compassion
	Diversity Awareness
	Active Listening

	Relationship Management
	Positive Influence
	Trust Building
	Communication
	Interpersonal Skills


	EI Self-Examination and Self-Evaluation
	Key Takeaways
	List of Discussion Questions
	References.

	 15 Developing Assertiveness and Resilience
	Overview
	What Is Assertiveness and Assertive Behavior?
	Characteristics of Assertive Individuals
	High Self-Confidence
	Respect for Other People’s Opinions
	Ability to Validate Feelings of Others
	Being Good Listeners

	Understanding Passive, Assertive, and Aggressive Communication Styles and Behaviors
	Developing Assertiveness through Transformational Coaching
	What Is Resilience?
	Understanding Different Types of Resilience

	Developing Resilience through Transformational Coaching
	Identifying Strengths and Weaknesses
	Enhancing Positive Emotions
	Developing Hope
	Coaching for Optimism

	Key Takeaways
	List of Discussion Questions
	References.

	 16 Opening Powerful Inquiries
	Overview
	Asking Empowering Questions
	Use Open-Ended Questions
	Avoid Asking Leading Questions
	Coercive Leading Questions
	Avoid Asking Defensive or Judgmental Questions

	Characteristics of Empowering Questions
	Examples of Empowering Questions
	Turning Inquiries into an Action Plan
	Action Plan Quality Checklist
	Key Takeaways
	List of Discussion Questions
	References


	Part VI Assessment, Feedback, and Self-Evaluation
	17 Assessment and Feedback
	Overview
	What Is Meant by Assessment and Feedback?
	Why Are Assessment and Feedback So Important?
	Who Carries Out Assessment and Feedback in Transformational Coaching?
	When and Where Are Assessment and Feedback Carried Out in the Transformational Coaching Process?
	First-Order Assessment and Feedback
	Second-Order Assessment and Feedback
	Third-Order Assessment and Feedback
	Fourth-Order Assessment and Feedback

	How Can the Steps of Assessment and Feedback Be Described?
	What Are Different Types of Assessments?
	Diagnostic Assessments
	Formative Assessments
	Summative Assessments
	Ipsative Assessments
	Confirmative Assessments
	Norm-Referenced Assessments
	Criterion-Referenced Assessments

	What Are Different Forms of Feedback?
	Diagnostic Feedback
	Formative Feedback
	Summative Feedback
	Ipsative Feedback
	Confirmative Feedback
	Norm-Referenced Feedback
	Criterion-Referenced Feedback

	Key Takeaways
	Discussion Points and Coaching Questions
	References

	 18 How to Use What You Learned
	Overview
	How to Use What I Learned
	Where and with Whom to Use What I Learned

	Transformation for Effective Leadership
	Vision-Based Foundation
	Value-Based Leadership
	Emotional Maturity
	Positive Mental Strengths
	Mindful Connection
	Strength-Based Development

	Key Takeaways
	List of Discussion Questions
	References

	 19 Transformational Coaches’ Self-Reflection and Self-Evaluation through Self-Rating
	Overview
	What Are Self-Reflection and Self-Evaluation?
	Self-Reflection
	Self-Evaluation
	The Primary Purpose of Self-Evaluation
	Requirements for Self-Evaluation


	How Effective Am I as a Transformational Coach?
	Organizations’ Environment Related to Coaching
	Conversations about Effective Leadership
	Organization’s Culture

	Transformational Coach Evaluating of Oneself
	Emotional Intelligence
	Leadership Qualities
	Establishing Rapport
	Transformational Coaches’ Disciplines
	Coaches’ Skills and Competencies

	Evaluating the Coaching Process
	Common Sequence of Transformational Coaching Structure
	Elements of Coaching Processes


	Key Takeaways
	List of Discussion Questions
	References


	Appendix A
	Index

