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The CHANGE Framework
The CHANGE framework is a structure for creating positive change in our lives, work, relationships, 
and well-being. Each letter in the framework represents an essential step toward creating change and 
successfully pursuing our goals. This workbook is designed to guide you through using the framework to 
become the effective, confident, successful coach you want to be. 

Let’s get started!

Effective, Confident, Successful: 
Becoming the Coach You Want to Be  
by Lynda Wallace

N
NAVIGATE

Create an adaptable, 
big-picture map of the 

path to goal 
achievement

A
ACTIVATE

Activate the change 
process with 

immediate positive 
action

H
HOPE

Explore strengths and 
resources to fuel optimism 

that change is 
possible

G
GO FOR IT

Make rapid, substantial, 
sustainable 

progress toward 
goals

E
EXPAND

Broaden the impact by 
expanding the 

scope of positive 
change

C
CLARIFY

Create clear, heartfelt, 
forward-looking goals 

for positive 
change

A great way to gain clarity about a goal is to imagine having achieved it. Try to imagine a time in the 
future when you’ve achieved what you really want for your coaching practice. You’ve overcome the 
challenges, done the things you weren’t quite sure you could do, and are really thriving as a coach. 

It’s helpful to make this as concrete and specific as you can. So imagine waking up in the morning and 
starting your day. 

•	 Where	do	you	go,	what	do	you	do?	

•	 How	does	your	day	progress?	

•	 What	does	the	work	itself	look	and	feel	like?	

C
CLARIFY

First, we clarify what we want to do, creating clear, heartfelt, forward-looking 
goals for positive change in our well-being, our work, our relationships, or any 
other area of our lives.
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Imagine seeing friends at the end of the day. 

•	 What	do	you	tell	them	about	your	day,	or	about	your	work	in	general?	

•	 What	do	they	notice	about	you?	

Write about whatever comes to mind.

Now you’re ready to articulate a clear, heartfelt, forward-looking goal for living that life—something 
concrete, emotionally resonant, and focused on where you want to go. Maybe something like, “I want 
to learn to be a really good coach and build a successful coaching practice.” Or, if you already have 
a coaching practice, a goal might be, “I want to learn to attract more clients, charge higher fees, and 
help my clients make more progress than ever.” Write whatever feels right to you. You can always 
revise it later.
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The hope I’m talking about isn’t a starry-eyed conviction that if I believe it, it will happen. Instead, it’s 
hope that’s grounded in the reality of your experience, strengths, resources, and accomplishments.

To generate some of this good, practical hope, let’s use a variation on solutions-focused coaching, 
based on the work of Kirsten Dierolf, Peter Szabo, and Daniel Meier. 

Start by picturing a scale that goes from zero to 10.

Now think about how you’ve gotten that far. 

•	 What	have	you	already	learned,	accomplished,	and	overcome	to	get	you	to	this	point	on	your	journey?	

•	 What	strengths	have	contributed	to	your	progress?	

•	 What	people,	resources,	and	struggles	have	helped	you	get	here?	

H
HOPE

Next, we explore reasons for hope: the strengths, experiences, and resources 
we can tap into to help create the change we seek.

Examples Your Answers

If you think of the life you just imagined as a 10, where on the scale would you say you are right 
now? In other words, how close to your goal are you already?

Effective, Confident, Successful: 
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At this point, you might be feeling that there’s more there than you expected, and that you’d like 
to revise your original answer to a higher number. If so, go ahead and do it—you’ve earned it!

A
ACTIVATE

Next, we activate the change process by quickly taking a small step in the 
direction of our goal, helping us to get unstuck and start moving.

In this phase, we want to identify and take one clear, specific, manageable action step to help us get out 
of wherever we may be feeling stuck and start benefiting from the momentum and motivation that come 
with taking action to move in the direction of our goals.

Thinking about where you are on the scale of zero to 10, imagine being one whole step higher. 
For example, if you’re at a three now, imagine you’re at a four. Really try to picture it. What’s 

different? What are you doing then that you’re not doing now? 

Maybe you’d be learning new coaching skills, or working with a mentor, or learning how to market your 
practice—whatever feels to you like it would take you one big step closer to that life you imagined.

Once you’ve pictured what you’d be doing differently if you were one whole step closer to your goal, 
choose	just	one	small,	concrete,	manageable	part	of	it	that	you’d	like	to	commit	to	doing	this	week—just	
one thing that you can really see yourself doing this week that would help you to begin to live one step 
closer to your goal. That’s your activation step.

Effective, Confident, Successful: 
Becoming the Coach You Want to Be 
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Now you’re ready to set yourself up for success by making a plan and thinking through how you’ll keep 
yourself committed if something tries to get in your way. 

My one, small, concrete, manageable activation step:

 What ______________________________________________________________________________ 

 When ______________________________________________________________________________

 Where ______________________________________________________________________________

 How ______________________________________________________________________________

This is how I’ll stay committed to taking my concrete, manageable step:

N
NAVIGATE

Next, we navigate our way toward the goal by creating an adaptable, big-
picture map of the path to achieve it.

A goal map is a flexible, big-picture map of the path to achieving a goal. Creating a goal map is a fun, 
creative	project	designed	to	enhance	the	benefits	and	address	the	challenges	of	pursuing	our	goals.	
In them, we sketch out where we want to go and how we intend to get there, and we address the 
challenges	that	can	get	in	our	way,	and	the	resources	and	catalysts	that	can	help	make	our	journey	
meaningful,	enjoyable,	and	successful.

When you create your goal map, you don’t need to feel pressure to get it all right. We always wind up 
revising	some	things,	because	the	journey	itself	teaches	us	so	much	about	what	we	want	and	how	we	
can	get	there—so	try	to	approach	the	project	with	a	spirit	of	“good	enough.”

Here’s a simplified version of a map created by a client of mine who had recently decided to become a 
coach. (When we first created this map, we used poster paper, markers, and Post-it notes, but you can 
use whatever materials you’d like.)

Effective, Confident, Successful: 
Becoming the Coach You Want to Be 



©2018, Wholebeing Institute  – Page 6 –  wholebeinginstitute.com
WBI ECS COACH WB (03/18)

Example: Stephanie’s Goal Map
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Here are the steps to creating your goal map. You’re sure to revise it as you learn and change along your 
journey,	so	approach	it	as	a	fun,	creative	project.	“Good	enough”	is	defi	nitely	good	enough!

Goal Start by writing out your clear, heartfelt, and forward-looking goal from when you worked 
on C, for Clarify.

WHY Next, remind yourself why you want to pursue this goal. Write whatever you want to say 
about your reasons, motivations, and the benefi ts of pursuing this goal that’s so important 
to you.

STaRTING
PoINT Now, at the starting point of your map, celebrate the progress you’ve already made by 

listing some of the accomplishments, strengths, and resources you thought of in H, for 
Hope.

Effective, Confi dent, Successful: 
Becoming the Coach You Want to Be 
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BIG STEPS Now you’re ready to lay out the big steps that will take you from your starting point 
to your goal. To lay out your big steps, remember our scale of zero to 10, and ask 
yourself what it would look like to be one whole step higher on the scale. That’s your 
next step. Then repeat that process until you’ve got a set of big steps all the way to 
your destination. You only want about six or eight of these big steps, so try to not 
get caught up in the details at this point. Each of these steps represents significant 
progress toward your goal. You’ll get to the details for one step at a time when you get 
to G—for Go for It!

TIMING Once you have your big steps laid out, sketch in when you hope to complete each 
one. Even though you’ll be making broad estimates, thinking through possible timing 
helps to ground your map in reality.

KNoWlEdGE 
GaPS With any goal, there are bound to be gaps in our knowledge of what to do or how to 

do it. And, when we try to make progress, those are the places where we tend to get 
stuck,	or	even	to	just	give	up.	When	we	build	goal	maps,	we	want	to	address	those	
knowledge	gaps	up	front	in	a	spirit	of	friendly	curiosity.	They’re	just	things	we	don’t	
know yet. We don’t need to be embarrassed or intimidated by them. They’re part of 
the	journey.	

 So think about the places along the map where you really don’t know how you’re going 
to do that thing, or even quite what the thing is that you’re going to do, and see if you 
can distill it into a key question to add to your map.

lEaRNING
PlaNS For each of your knowledge gaps, try to think of a way to begin to answer your key 

question.	Those	will	be	your	learning	plans.	They	don’t	need	to	be	comprehensive,	just	
a way to get unstuck and start down the path of discovery. A learning plan could be 
to talk with someone, or to have a particular experience, or to read a book or watch a 
video—whatever would help!

CaTalYSTS Catalysts are the pleasures, values, and resources that can help sustain your 
motivation	and	help	make	your	journey	meaningful	and	enjoyable.	It’s	helpful	to	put	
reminders of these catalysts in key spots on your map. You might ask yourself:

•	 What	can	I	build	in	to	make	this	journey	as	enjoyable	as	it	can	be?

•	 What	would	make	this	journey	as	meaningful	as	it	can	be?

•	 What	important	values	does	this	journey	affirm?

•	 What	strengths,	people,	and	other	resources	can	help	sustain	me	on	this	path?

Effective, Confident, Successful: 
Becoming the Coach You Want to Be 
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Wholebeing Institute’s SPIRE model of well-being can be a great starting point for thinking about 
catalysts. If you’re not familiar with the SPIRE model, you can fi nd information about it on the 
Wholebeing Institute website. 

Leading a meaningful 
life and mindfully 

savoring the 
present.

Engaging in 
deep learning 

and opening to 
experience.

Nurturing a 
constructive 

relationship with self 
and others. 

Feeling all emotions, 
reaching towards 

resilience and 
positivity. 

Caring for the 
body and tapping 

into the mind/body 
connection.

When you create your goal map, you don’t need to feel pressured to get it all right. We always wind up 
revising	some	things,	because	the	journey	itself	teaches	us	so	much	about	what	we	want	and	how	we	
can get there. Your map doesn’t need to be even close to perfect for you to start using it in the next 
phase of our framework: going for it.

G
GO FOR IT

Once we have our map, we can really go for it, making rapid, substantial, and 
sustainable progress step by step through our goal map.

The goal map is a big-picture plan. There’s usually a lot going on in each of the big steps between the 
starting	point	and	the	destination.	When	we	go	for	it,	we	focus	just	on	the	next step on the goal map, 
taking that complex step and breaking it down into clear, concrete, manageable actions, setting each 
action up for success, and going for it, one action at a time, one after another, after another. 

Ask yourself: 

What’s	the	next	thing	I	need	to	do	to	make	progress	on	this	step?	

Effective, Confi dent, Successful: 
Becoming the Coach You Want to Be 
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Follow this process for one action after another until you complete a big step on your map, and then turn 
to the next big step, and go through the same process, learning, refining, and adapting as you go. 

How,	when,	and	where	will	I	do	it?	

How	can	I	make	it	as	easy	and	enjoyable	as	possible?

What	will	I	do	if	something	tries	to	get	in	the	way?	

Effective, Confident, Successful: 
Becoming the Coach You Want to Be 
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E
EXPAND

And, finally, we expand the impact of the change we’ve made, the confidence 
we’ve gained, and the skills we’ve learned, by applying them to additional 
goals or other aspects of our lives.

This expansion step is rooted in Carol Dweck’s research into the benefits of a growth mindset, which 
she describes as the conviction that we can develop even our most basic abilities and strengths and 
learn to do things that we haven’t done before, and that effort and persistence are the most important 
contributors to our success. 

Taking	on	a	growth	mindset	and	thinking	about	your	journey	toward	coaching,	or	your	coaching	journey	
so far, ask yourself these questions.

What	have	I	learned	about	myself?

Effective, Confident, Successful: 
Becoming the Coach You Want to Be 
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How	will	I	expand	that	growth	and	learning	going	forward?

What	talents,	strengths,	and	abilities	have	I	been	developing?

Effective, Confident, Successful: 
Becoming the Coach You Want to Be 
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COMPASSION

A warm heart and 
genuine desire 

to help

COMPETENCE

Mastery of 
evidence-based 
coaching skills

CONSTRUCT

A framework for 
structuring 

engagements

CLIENTS

A program to 
build your thriving 

practice

CREDENTIALS

To convey your 
skills and 
expertise

CONFIDENCE

From practice, 
mentoring, and 

feedback

Compassion: Every coach needs a compassionate heart and a genuine desire to help, and the great 
majority	of	coaches	have	these	naturally.	It’s	one	of	the	main	reasons	we’re	attracted	to	the	profession.

Competence: Competence comes through mastery of a set of powerful, evidence-based coaching 
skills, like empathic listening, engaging client stories, appreciative inquiry, solutions-focused coaching, 
coaching for self-compassion, and a growth mindset. 

Construct: A coaching construct is a framework—like the CHANGE framework—for structuring 
engagements so that our clients reliably achieve the goals they come to us for help with. 

Confidence: Coaching confidence comes from practicing skills and full engagements with supportive 
peers, and getting thoughtful, one-on-one help and feedback from an experienced mentor.

Credentials: Every coach can benefit from choosing and earning a coaching certification or other 
credentials to convey their mastery and expertise to prospective clients.

Clients: To live a great life as a coach, we need a steady stream of clients, and effective practice-
building and marketing approaches to attract them.

The Six Cs of 
Effective and 
Successful 
Coaching

Effective, Confident, Successful: 
Becoming the Coach You Want to Be 
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The Wholebeing Institute Positive Psychology Coaching 
Certification Program
We’ve designed this program to offer a comprehensive approach to mastering the six Cs of effective and 
successful coaching. It includes five courses:

Introduction to Wholebeing Happiness covers the essential research in positive 
psychology and how to use the SPIRE model of well-being.

Positive Psychology Coaching Fundamentals covers our primary evidence-based 
skills and how to use the CHANGE framework with clients.

The Skill-Building Intensive is designed to help you gain confidence through lots of 
structured practice with your classmates and instructors.

Building a Thriving Coaching Practice shows you how to attract a steady stream of 
clients so you can earn a great living doing this wonderful work.

The Positive Psychology Coaching Mentorship supports you as you hold full 
engagements with real clients and participate in a mentoring circle and one-on-one 
mentoring and feedback sessions with me or another coach from our faculty.

With the exception of the mentorship, you’re welcome to take any of these courses on its own 
without enrolling in the full certification program. But, if you do complete the full program, 
you’ll earn 

•	 Designation	as	a	Certified	Positive	Psychology	Coach,	a	very	valuable	credential

•	 International	Coaching	Federation	educational	credits

•	 A	professional	listing	in	WBI’s	Coach	Directory,	where	clients	searching	for	a	Certified	Positive	
Psychology Coach can connect directly with you.

If you’re already an established coach, or if you’ve taken any of our courses in the past, you may be 
eligible for exemption from one or more of these courses and still be able to earn the certification and 
listing.  

We	hope	you’ll	consider	joining	us	for	this	program.	For	more	information,	please	visit	 
Wholebeing Institute. And please feel free to reach out with any questions at all.

Thank you!

Director and Lead Instructor
Wholebeing Institute Coach Training
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