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Dr. Marcia Reynolds, MCC, is fascinated by the brain, especially what triggers feelings 

of connection, commitment, and possibility. She draws on her research as she helps 

leaders have more effective conversations where they shift even difficult conversations 

into difference-making moments. She has delivered both executive coaching and training 

programs in 41 countries and to top universities including the Harvard Kennedy School 

and Cornell University. Her expertise is in emotional intelligence and transformational 

coaching skills. 

Prior to starting her own business, her greatest success came from designing the 

employee development program for a global semiconductor manufacturing company 

facing bankruptcy. Within three years, the company turned around and became the #1 

stock market success in 1993.  

Dr. Reynolds is a pioneer in the coaching profession. She was one of the first members 

and the 5th global president of the International Coach Federation. She is also a past 

president of the Association for Coach Training Organizations, the training director for 

the Healthcare Coaching Institute, and on faculty for the International Coach Academy in 

Russia, Create China Coaching in China, and Benchmark Professional Coaching in the 

Philippines.  

Interviews and excerpts from Marcia’s books Outsmart Your Brain, Wander Woman, and 

The Discomfort Zone: How Leaders Turn Difficult Conversations into Breakthroughs 

have appeared in many places including Fast Company, Psychology Today, Forbes.com, 

CNN.com, and The Wall Street Journal and she has appeared on ABC World News.  

Her latest book, Coach the Person, Not the Problem: A Guide to Using Reflective Inquiry 

was released June 2020 to rave reviews. It became an international bestseller within three 

months. 

Marcia’s doctoral degree is in organizational psychology and she has two master’s 

degrees in education and communications. 

Read more about Marcia and access additional resources from her body of work 

at www.covisioning.com 

 

Coach the Person, Not the Problem Training represents the intellectual property of 

Marcia Reynolds, PsyD and is protected under international copyright laws. These 

materials may not be reproduced in whole or in part in any form without the prior 

written permission of Marcia Reynolds, PsyD. 
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Module 1.   Coaching the Person, Not the Problem: Reflective Inquiry 

The power of awareness-based coaching 

Mental preparation for coaching 

Module 2.   Balancing Structure and Flow 

Goaltending: What do they really want? 

Ensuring Progress  

Module 3.   Coaching Through Discomfort 

 Using Emotional Intelligence to Stay Calm and 
Courageous 

Module 4.   Integration – Practice and Discussion 

 

 
 
 
 
 
 

 

Learn the foundational skills and mental habits needed to coach others through 
challenges as they aim for higher levels of performance. 



 

 

Module 1 
Coach the Person, Not the 

Problem 
 

Objectives
 

 Identify transformational coaching practices and the impact they have on clients. 

 Clarify the meaning and use of Reflective Inquiry to get quick and life-changing results. 

 Learn the most important mental habit to ensure the effectiveness of your coaching. 

 

 

Coaching is valuable because none of us transform our thinking on our own. 

Humans are masters at rationalizing hastily made choices no matter how logical 

we think we are. We’re also exceptional at blaming whomever or whatever we can 

when those choices turn out badly. 

As Daniel Kahneman said in his book Thinking, Fast and Slow, we resist self-

exploration especially when emotions are involved. We don’t change well on our 

own.  

To stop adverse thinking patterns, someone outside our head needs to disrupt 

our thinking by reflecting our thoughts back to us and asking questions that 

prompt us to wonder why we think the way we do. These statements and questions 

enable us to see our concocted stories as if they were laid out in front of us in a 

book to be read and analyzed.  

Adults need this help to expand their thinking as much as children do, and 

sometimes more. As we age, we become more rigid in our thinking. We become 

masters at rationalizing our actions, ignoring our emotions, and finding evidence 

to support our beliefs. We don’t distance ourselves from social pressures. We’re 

too busy to stop and examine our choices. 

To think differently, we need to invite someone to help us examine our thinking. 

Only then do we dare stop the brain from quickly reacting. Disruption must be 

welcomed to interrupt our automatic thought processing. Enter the coach. If we 

seek coaching, we are inviting the external interruption that compels us to stop and 

examine our thinking and behavior. Our brains resist a surprise attack from 

someone who points out faults in our thinking. Knowing the value of coaching, we 

willingly invite a coach to look for these faults together. 

 

 

 

 

 

 

  

Coaches are 
Thinking 
Partners 

We don’t 
question our 

thinking well, or 
at all, on our 

own. 

Coaching 
conversations 

prompt changes 
in thinking and 
behavior better 
than teaching, 

telling, and 
mentoring.  
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The stories create the invisible blocks - We coach them to see 
their stories. They discover the gaps in their logic, their old and 
unsupported beliefs, their fears of what other people think or 
what they might lose going forward, and what they are 
inventing about the uncertain future. 
 

Once they have these insights, they can’t unlearn them. Their 
sense of who they are and their perspective of the world 
around them changes. Their choices become clear. They 
commit to steps that lead to change. 

Coaching How They Think:  

The transformational practice of coaching. 

We are curious, always asking: 

What is getting in the way of this smart, 
resourceful person from seeing a way forward? 

 

 ou must see your story to see beyond 

it. Then you can separate the past from 

the  hat is present and emerging.

                                                       

    eality

   
        

How Humans 
 earn

                       
 tories

    den ty
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  USING REFLECTIVE INQUIRY 
 
Help them see their stories by reflecting their words, 
emotions, and expressions – and then ask questions to 
help them explore their thoughts. 
 
Start by playing back what you hear, see, and sense so 
they can detach and examine their stories. 
 
Reflect clearly, using their words. “So you are saying…” 
“ ou got quiet (or loud)  hen…” or “There seems to be 
something behind your hesitation that you haven’t shared.” 
 
Then pause and give them time to think about their 
thinking.  

Essential Practices to Coach the 
Person, Not the Problem 

 

  f        I qu    

Reflective statements + questions = 

reflective inquiry. 

 
 

Set a goal for this program: 
What would you like to shift or change in how you coach today? 
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Reflect emotional shifts.  

Emotions indicate there is something that hasn’t been said 
that is important to explore. It could be something that is 
difficult to face or a new realization that is uncomfortable. 
Your reflection will help them voice what is on their mind. 
Common shifts include: 

Nervous laughter 

 Looking away 

 Inserting “but” after a statement of desire 

 Tears 

 Defensiveness 

 Hesitation 

Stay curious and open. Give them space to process what is coming into view. 

 

Using Reflective Statements – Start with these: 

1. Recap and encapsulate their perceived problems and desired outcomes based 
on key descriptor words they stress or repeat. 

2. Offer observations when they deflect, hesitate, or show resistance.  

3. Notice energy and emotional shifts, including gestures like looking down or 
away, tone and volume of voice, pausing mid-sentence, and nervous laughter. 

4. Acknowledge willingness and progress to reinforce movement and growth.  
 
Offer what you witness for them to confirm or deny, expand on, or change what you 

offered. Don’t be afraid to be wrong. Your comments will still help them think. 

 
NOTES ON THE COACHING DEMONSTRATION: 

 

How did the coach use reflection as well as questions to clarify the outcome and help 
the client think?  

 

What emotional shifts did the coach recognize? What was the impact on the client? 
 

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________

________________________________________________________________________ 
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RELEASE YOUR JUDGMENT 
 
BE MOST CAREFUL OF HOW YOU 
FEEL ABOUT WHAT THEY ARE 
SAYING… 
 
Especially when you think they need your 
advice. 
 
Don’t get attached to their story. Stay 
curious. Keep caring and believing they are 
creative, resourceful, and whole. 
 

 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 

 

NOTES ON YOUR PRACTICE 

____________________________________________________________________

____________________________________________________________________

____________________________________________________________________

____________________________________________________________________

____________________________________________________________________ 

 
 

 rac ce:                    
                       

                         

                            

                         

                                   
                              
                    

                                                                    

     

Catch and  elease

Can You Give Up Being the Expert, 
the Healer, and the Fixer So You 

Can Be the Coach? 
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Module 2 
      Balancing Structure and Flow 

 
 

 

Objectives 
 

 Experience the value of the structure of coaching to allow the flow. 
 Clarify and track the agreement for the desired outcome. 
 Close the session in a way that ensures progress. 

 
 

  

 

What do they desire to create instead of 
what is going on or what they have now? 

 

This is also known as the Coaching 
Agreement 

 

 

Ease into the conversation by asking them what is most pressing on their mind, what they 
would like to talk through today, or what has happened since you last spoke. 

If they present more than one dilemma or topic to explore, recap what they shared and 
ask what would be most critical for them to resolve today.  

Listen to their story. Pull out what is most irritating, confusing, uncomfortable, 
disappointing, or desirable. Reflect what you hear to agree on what needs to change.  
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Then begin the process of clarifying what the person really wants to create, to feel, 
to have, or to integrate into their current situation. The outcome might be a full 
vision, an intention, a direction, an emotional state, or a combination of these 
elements. They may be clear, or not. It could take up most of the session drilling 
down to what they want but have not yet articulated or they have yet to face what 
they most desire. 

USE REFLECTIVE INQUIRY to coach a clear desired outcome, and then discover 

what it will take to achieve the desired state. If there is no clear, desired 
destination, you will go in circles. 

 

Clarify their 
perception of the 
problem with 
reflection 
statements and 
confirming 
questions. Explore 
the meaing of key 
words.

Reflect

• Crystalize the 
desired result or 
outcome.

• What do you want 
to happen?

• What do you want 
more of now or in 
the future?  

Flip It • Why is this 
important for you 
now?

• What result is 
possible?

• What is getting in 
the way for you 
(may reveal a new 
goal/outcome)?

Explore
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To clarify
To offer 

distinctions

To confirm, deny, 
or refine

To bottom-line 
outcome

Closed 
Questions

The Outcome Often 
Expands or Changes as 

You Go Deeper  
 

      
Recognize when the outcome shifts. Then invite the person 

to stay with the original outcome or shift direction. 

 
 

 

There are times when a closed question is useful to 
move the coaching session forward, especially 
when you are clarifying the desired outcome.  

Closed questions can shut down the conversation 
or can be used to lead a client to the answer you 
want. They can also be used to confirm a reflection, 
bottom line a desire or key block, and prompt a 
decision that needs to be made.  

The purpose of questions is to disrupt a pattern of 
thinking and prompt deeper exploration. If the 
question furthers the conversation, don’t get lost in 
your head worrying about how it is structured. 

Generally, closed questions are used more up front 
when settling on a direction for the conversation and 
toward the end when you ask clients to articulate their 
insights and actions. Then use open questions during 
the bulk of the coaching to deepen the exploration.  

 
 

CHALLENGE IN COACHING 
Be Both – Supportive + Strong 

 
As you drill down, you need to strike a balance between supporting and challenging your client. 
Challenging their thinking is not the same as forceful confrontation. You are compassionate but 
firm. Your presence reflects strength and courage. 
 
You are driving toward defining a clear destination for the coaching conversation to ensure 
progress is made at some point. You are not critiquing their choices, advising what direction to 
take, or pushing them to act. You will coach them to determine if they are ready to move forward 
now or not. You accept their decision knowing that after they process the coaching experience, 
they may change their mind! 

 

Using Closed Questions 



 

                                                                                                                                                                               10 
 

 

 

EXERCISE:  What do you need to develop your courageous presence? Do you want more emotional 

awareness, patience, compassionate firmness, or something else?  

Set yourself a goal for having a strong and caring presence. 

 
 
 
 
 
 
 

 
 

 
WRAPPING UP THE SESSION 

 
They must articulate an insight or new 
awareness to make it a tangible idea. 

 
 

 

The best time for people to commit to doing 
something new is the moment there is a slight 
smile, a gasp, or a pause to think.  

These gestures often indicate the person has 
landed on a truth or solution they had not seen 
before.  

Ask them to share what has come up for them. 
Then you might ask how this relates to the 
outcome they want to achieve. If the outcome 
doesn’t change, ask what they will do now. 

  
 

Without verbalizing their plan, clients may forget what they thought about doing. They 
might even lose the insight they had.  
 
They need to state the steps they will take and explore what could get in the way of 
implementing their plan to ensure progress is made between sessions. 
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Once they state their next step or plan, ask: 

 
When will you do this? 

 
What could get in the way? 

 
Is there any other support you need? 

 
Then move toward ending the session or ask if they now want to explore a new topic or 
challenge. Do not backtrack the coaching. If they feel complete, so should you! 

 

 
 

NOTES ON YOUR PRACTICE 

____________________________________________________________________

____________________________________________________________________

____________________________________________________________________

____________________________________________________________________

____________________________________________________________________ 

 

 

 

 

Seek to Understand What They 
Really Want  Instead of What They Have Now

R Receive with no judgment

A Appreciate their experience

R Reflect what you noticed

E Explore how their words and 
emotions serve or detract 
from what they want to 
achieve
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Module 3 
      Coaching Through Discomfort 

 
Objectives 

 

 Use self-awareness to enhance your presence when coaching feels uncomfortable. 

 Develop your ability to regulate emotions especially when your fear or judgment is 
triggered. 

 Integrate your mental development with the application of your coaching skills to 
elevate the effectiveness of your coaching. 

 

 

 

 
 
 

  
 

What happens when you feel irritated with 
someone, anxious about the progress of the 
coaching, or overtly concerned and want to take 
care of your client? When you feel strong 
emotions, how return to being full-body present? 

 

 

 

 

  

Coaching Is Not Meant to Make People 
Feel Better. 

Your Job Is to Make Them See Better. 

 

                            Copy right       .  ll  ights  eserv ed.

                                               

            

                                       

                                         

                     

 ssemblies of  od Coach Training   odule  Coaching Through  iscomfort
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OBSERVE AND SHIFT YOUR EMOTIONS 
 

It’s not about stopping your emotional 
reactions, it’s about  hat you choose to 
do after your brain reacts that affects 
your presence and their sense of 
safety. Emotional intelligence is your 
ability to notice your actions and then 
choose how you want to feel.  
 
Notice points of tightness in your head, 
neck, or body. Breathe, release the 
tension, and shift your emotional state. 

 
A good practice to develop… 
 

1. Recognize Points of Tightness 

2. Breathe and Release the Tension 

3. Ground Yourself in the Present 

4. Focus on What You Want to Feel 
 

 

 
 
 

 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 

 

Where in your body do you feel your emotions? 
Sense your emotion so you can shift it. 

Where do you feel … 
 
Fear? 
 
Anger? 
 
Embarrassed? 
 
Impatient? 
 
Disappointment? 
 
Judgment? 
 
Courage? 
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Regulate your reactions to maintain safety. Learn to 

adapt to different personality and cultural styles. 

 
When clients are emotional: 

Don’t: 

1. Run away, physically or mentally. 

2. Treat them as if they are broken and need you to 
fix or heal them. 

3. Judge them for not handling their emotions better. 

Do: 

1. Accept their emotions as normal energy moving 
through their bodies in reaction to challenging 
their thinking. 

2. Create a safe space by calmly breathing and 
caring about the human in front of you. 

3. Use silence to let them process their thoughts. 
 fter a long pause, you may ask, “What are you 
thinking about?” or “What is coming up for you 
no ?” 

 
 

NOW  ….     PRACTICE COACHING!! 
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   minutes coaching  me
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What was your most significant 
learning today? 

 

 

 

What is next for you? 

 

 

What will you commit to do now? 

By when?  

What could get in the way of your intentions and plans? 

What additional support would be useful? 

 
 

 
 
 
 

 

 

 

 

 

 

Remember: Monitor your transformation over time. Reward yourself 
regularly for your effort as well as your growth.  

 
 
 
 


