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Abstract

Purpose – Little is known about how individual differences play out in the process of authentic self-
development (ASD) through workplace coaching. This article explores whether the Big Five personality traits
and affective, behavioral, cognitive and desire (ABCDs) components of the Big Five personality traits were
relevant to ASD, specifically examining the role of affect as a potential mediator.
Design/methodology/approach – In total, 176 clients’ personality was assessed pre-coaching. Aspects of
ASD (perceived competence, goal commitment, self-concordance and goal stability) were assessed post-
coaching. Clients’ affect balance (AB) scores were obtained post-session.
Findings – Multilevel path models showed that higher levels of mean AB (but not the slope) mediated the
associations between personality and perceived competence and goal commitment. Personality predicted goal
self-concordance, but these effects were not mediated byAB, neither personality nor ABpredicted goal stability.
Research limitations/implications – The authors encourage randomized controlled trials to further test
findings of this study. Ruling out method variance is not possible completely. However, the authors put forth
considerations to support the authors’ claim that method variance did not overly influence our results.
Practical implications – These results suggest the necessity of an optimal experience of affect for ASD in
workplace coaching and the understanding of how ABCDs, AB and ASD are related beyond coaching
psychology.
Social implications – A deeper understanding of personality processes is important for fostering ASD to
meet the challenges of management development in the authors’ volatility, uncertainty, complexity and
ambiguity (VUCA) world.
Originality/value – This is the first study to test personality as a process in workplace coaching linking
personality to one of the most valued leadership skills: authenticity.

Keywords Workplace coaching, ABCD components, Big five, Affect balance, Authentic self-development

Paper type Research paper

1. Introduction
Most recently, coaching psychology has been found to enhance personal agency through
goal-focused self-regulation (Grant and Atad, 2021). This recent development implies that
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workplace coaching may be moving away from coaching as a goal-directed change
intervention for narrowing the gap between client’s current situation and their desired end-
state (Heckhausen et al., 2010); specifically, some theorists have proposed that workplace
coaching will foster authentic self-development (ASD) (Fusco et al., 2015) demonstrating the
organizational benefits of authentic leadership (e.g. trust, team productivity and increased
work engagement). The study by Fusco et al. (2015) looked at authenticity in leadership
theory as a set of four dimensions of Authentic leadership (Walumbwa et al., 2008) consisting
of self-awareness, relational transparency, balanced processing and internalized moral
perspective reflecting the concept of “the unobstructed operation of one’s true self” (Kernis,
2003, p. 1) in social psychology. Fusco et al. (2015) revealed that authentic leaders became
conscious, competent, confident and congruent over the course of the coaching process and
that authenticity involved a process category in workplace coaching. Those findings suggest
that authenticity is a process of change (ASD). In that change process, the self is constructed
as a person interacts with their social context and “identity, self-relevant goals, values . . . are
built, maintained, promoted, and protected” (Mischel and Morf, 2003, p. 29). The elements of
identity, goals and values are all relevant for workplace coaching (Bozer and Jones, 2018). For
our study, following Bozer and Jones (2018), we define workplace coaching as a one-to-one
custom-tailored learning and development intervention in organizations provided to all levels
of employees by external or internal coaching practitioners without any supervisory
authority over the client. In this context, coach and client collaborate in a goal-focused
relationship to reflect over time and with the mental space, support and guidance that the
client may need to make sense how to achieve professional outcomes that reflect the client’s
values and identity in an organizational context. Against this background, we view the
process-oriented developmental perspective on authenticity in workplace coaching as an
important frontier both in the science and practice of coaching. This novel perspective is
likely to complement the existing goal-focused and outcome-driven approach to coaching as it
explores ASD (a) through the lens of client’s fine-grained personality as a set of affective,
cognitive, behavioral and motivational facets (Wilt and Revelle, 2015) that are more likely to
predict outcomes than their constituent traits (Paunonen and Ashton, 2001) and (b) through
how clients self-regulate balancing their emotional states through workplace coaching as a
goal-focused self-regulatory intervention (Grant and Atad, 2021). The process view might
help coaches, clients and organizational developers to make more discerning choices when
investing in workplace and leadership development through workplace coaching. All the
more, as authenticity has been found to support flourishing (Sutton, 2020) and flourishing at
work has been demonstrated to affect employees’ intention to leave, work performance and
organizational citizenship behavior (OCD) (e.g. Redelinghuys et al., 2018). Thus, we claim that
ASD through workplace coaching is relevant for positive organizational practices.

1.1 Authentic self-development
Authenticity is not absolute but rather a malleable quality of self that develops and can be
developed through experiences (Erikson, 1956). The concept of self as a process is not new. It is
an established core principle in acceptance and commitment therapy (ACT) (Hayes et al., 2006)
and is in linewith contemporary concepts of self as an “organised dynamic, cognitive-affective-
action system” as well as “an interpersonal self-construction system” (Mischel andMorf, 2003,
p. 23) in social psychology. The latter theoretical perspective suggests that interpersonal
cognitive, affective and behavioral processes between coach and client help clients to self-
reappraise, realign and self-reflect in coaching, which are key elements of crafting an authentic
self (Mischel andMorf, 2003).While the construction of client’s self may carry an interpersonal
element between coach and client, the process of ASD varies from person to person as
a function of each person’s dynamic cognitive-affective-motivational-action system.
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This intrapersonal quality of a person’s self-construction system depends on how well
a person can regulate, for instance, feelings of ambivalence that can impede progress
(e.g. avoidance; Miller and Rollnick, 2002). Therefore, this paper focuses (a) on the process of
client’s ASD from the perspective of client’s patterned personality as a key element of their
intrapersonal self-construction system and (b) on how client’s capacity to balance their
emotional states explains how their patterned personality as a dynamic affective-cognitive-
motivational-action system relates to their ASD through workplace coaching. Social
psychology supports this focus on the intrapersonal conceptualization of ASD. It theorizes
that progress enabled through skills is only beneficial when individuals pursue goals that are
aligned with their true self in social psychology (Sheldon and Kasser, 1998). Conceptually,
a person’s pursuit of goals that represent that person’s coherent self-identity is mostly
attributed to intrinsic goal-orientation and self-concordance anchored in self-determination
theory (SDT) (Deci and Ryan, 1985), which some coaching scholars (Spence and Oades, 2011)
claim is important to advance evidence-based coaching practice. The view that self-
concordance fosters a coherent self-identity is corroborated byFusco et al. (2015) in that leaders
develop a congruent self in how they develop authenticity through workplace coaching. It is
further supported in coaching literature (Prywes, 2012; Spence, 2008) indicating that goalsmay
not even need to remain stable over time for clients to report effective outcomes. Intrinsic
goal-orientation and self-concordance relate to the three basic human needs of autonomy,
competence and relatedness as expressed forms of self-determination (Deci and Ryan, 1985).
They refer to the degree to which a goal is aligned with individuals’ intrinsic interests, needs,
values and motivations (Sheldon and Elliot, 1998; Sheldon et al., 2015).

Despite the recent surge in literature on authenticity (Sutton, 2020), the processes bywhich
clients attain ASD through workplace coaching are not well understood. Therefore, to
support our understanding of ASD through workplace coaching, we hypothesize that
personality traits and their narrower components (ABCDs) predict ASD via affect balance
(AB) in workplace coaching (Figure 1), which we will clarify in detail in the following chapter.

1.2 Affect, behavior, cognition and desire in personality traits
The Big Five (Goldberg, 1990) traits are most commonly used to examine how individual
differences may relate to client outcomes in coaching research. For example, extraversion
positively associated with self-reported benefits of coaching (Jones et al., 2014), while
openness, conscientiousness and emotional stability positively predicted client’s self-
reported transfer of learning (Stewart et al., 2008). However, studying mean levels of the Big
Five traits has produced sparse findings, which are mostly descriptive rather than
explanatory in nature (Terblanche and Heyns, 2020).

Generally, while the affective (A), behavioral (B), cognitive (C) and desire (D) components of
the Big Five (Wilt and Revelle, 2015) are relatively untested measures, there are at least three
reasons for instrumentalizing the ABCD approach in this study. First, the ABCDs add
conceptual value because they identify and delineate psychological components of the BigFive.
Other trait and facet-level taxonomies do not focus on these components explicitly. Second,
most Big Five assessments include unbalanced levels ofABCDcontent (Pytlik Zillig et al., 2002;
Wilt and Revelle, 2015). Therefore, it is unclear which psychological component is responsible
for predictive associations. Third, like any facet-level approach, different facets may have
different associations with outcome variables. This may mask associations at the trait level.

Specifically, the ABCDs represent four distinct modes of effective functioning (Ortony
et al., 2005). Affect is a higher-order category comprising one’s patterns of emotions, feelings,
feeling-like states and preferences. Behavior constitutes a person’s physical and directly
observable (moving, talking, etc.) or unobservable (e.g. increases in heart rate) actions.
Cognition relates to the process of meaning-making of a person’s environment, reflecting
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thoughts, beliefs andmodes of thinking and problem-solving. Desires represent goals, wants,
strivings, and motivations that are reflected in the tendency to behave in certain ways.
Several theorists point to the ABCDs as potentially driving the relationships between the Big
Five and consequential outcomes based on the rationale that ABCDs interact with situations
over time to produce different life trajectories (e.g. Fleeson and Jayawickreme, 2015). Thus, we
employ a recently developed measure of the Big Five that includes facet-level scales for
assessing ABCD components (Wilt and Revelle, 2015).

In our paper, we take the fine-grained approach above to conceptualizing the Big Five.We
attempt to demonstrate the extent to which ABCD components predict ASD and will detail
our hypothesis in section 1.2.1 below.

1.2.1 Traits, ABCDs and authentic self-development.One the one hand, one pole of each Big
Five trait – higher extraversion, conscientiousness, emotional stability and openness –
typically relates to more positive psychosocial outcomes, including higher eudemonic well-
being and authenticity (e.g. Soto and John, 2017). Thus, we predict that these traits will
positively relate to ASD in workplace coaching. On the other hand, we also look at
associations betweenABCDs andASD. Various studies have shown that theABCDapproach
is fruitful for studying the relations between personality and important outcomes: pro-social
behavior (Schmitz, 2019), health-promoting behavior (Sirois and Hirsch, 2015), goal-
attainment (Wilt et al., 2016) and creative work performance (Kaufman et al., 2016).
Furthermore, facet-level approaches have shown higher fidelity than their constituent traits
for predicting narrower outcomes (Paunonen and Ashton, 2001). Thus, we predict that the
ABCDs associated with higher levels of extraversion, conscientiousness, emotional stability
and openness will also predict ASD in workplace coaching (a relatively narrow outcome) and
that the ABCD-level associations will be more consistent than trait-level associations.

Affect Balance

B5 Traits & 
ABCD Facets

Authentic Self-
Development

+ +

– –

T1 T10

T0 T11

Self-Regulation

Note(s): Basic prediction model, in which ABCD stands for A
(affective), B (behavioral), C (cognitive), and D (desire) facets of
the B5 (Big Five Personality Model): Self-regulation as measured
through affect balance is predicted to mediate the relationship
between the Big Five Traits/the ABCD Facets (Agreeableness,
Conscientiousness, Emotional Stability, Extraversion, Openness)
and authentic self-development. T0 indicates pre-coaching
assessment of ABCDs/Big Five Traits, T1 … T10 indicates the
post-session assessment of Affect Balance as per dyadic
engagement, T11 indicates the post-coaching assessment of
Authentic Self-Development as goal outcomes three months after 
completion of the coaching engagement

Figure 1.
Basic prediction model
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1.2.2 Affect balance as a potential mediator. It is important to determine why some clients
have difficulty achievingASD,while others aremore successful.We propose that considering
affective processes underlying self-regulation (Sirois and Hirsch, 2015) may enhance our
understanding of why certain traits predict ASD. Specifically, the self-regulation model
(SRRM) by Sirois (2015a, b) considers the relative balance between positive and negative
affect as influencing adaptive self-regulation and enhancing successful goal-directed
functioning (Sirois, 2015b). In SRRM, positive affect promotes a future-oriented mindset
(Sirois, 2014), attenuates stress (Fredrickson, 2001), and restores an individual’s self-
regulatory capacities (Tice et al., 2007). Conversely, negative affect promotes short-termmood
repair and bias people toward choice of short-term rewards in threatening situations, which
will hamper goal-directed activities (Tice et al., 2001).

We propose three reasons why traits may predict ASD via AB. First, personality research
suggests that the more adaptive poles of the Big Five traits predict more optimal AB. For
instance, extraversion positively associates with positive affect and emotional stability
negatively associates with negative affect (e.g. Kuppens et al., 2007). While extraversion and
emotional stability as trait domains contain the highest pure affect items (Wilt and Revelle,
2015), they differ in their respective semantic content. Extraversion contains stable
affect (i.e. low frequency of mood swings) and emotional stability contains positive affect
(i.e. loving excitement). The semantic content as a distinguishing mark corroborates that
there is no conceptual overlap of the two aspects of affect in extraversion and emotional
stability. Second, personality research also shows that agreeableness and conscientiousness
positively associate with positive affect and negatively associate with negative affect
(e.g. Komulainen et al., 2014). There is also meta-analytic evidence that openness positively
associates with positive affect (Steel et al., 2008). Third, self-regulation research shows that
AB positively mediates associations between certain personality traits (e.g. self-compassion
and perfectionism) and health-promoting behaviors (Sirois et al., 2015).

Therefore, in the coaching process, clients with more adaptive traits (and ABCDs) may
have access to self-regulatory resources provided by AB. In turn, we expect traits (and
ABCDs) to predict ASD in part through higher AB (Figure 1). In running a longitudinal study,
we aim to heed McDowall’s (2017) assertion that only longitudinal research can bring to light
the complexity of direct and indirect influences of personality on client’s outcomes.

2. Method
All methods were approved by the research institute’s review board (IRB).

2.1 Procedure
First, this study involved only trained professional coaches specialized in various fields of
workplace coaching (e.g. leadership, career management, business and executive coaching)
with at least 100 h of paid coaching experience. Coaches enrolled in the study needed to
deliver face-to-face in-presenceworkplace coaching either as external or internal practitioners
in the areas for performance management or skill development required for clients to engage
more fully in their workplace development. The goal was to study coaching engagements
that reflected the realities of coaching contracts as authentically as possible (e.g. any coaching
method, no language, contracting or coaching-style restrictions, frequency and duration of
sessions to be defined by coach and client). Coaches were also required to evidence adherence
to at least one professional coaching organization. Identifying coaches for enrollment in this
study involved (a) delivering 19 online and eight in-presence speaking engagement around
the globe, (b) collaborating with several professional coaching bodies (i.e. NOBCO, LVSC,
APECS, APAC, ICF, EMCC, WBECS and IoC) and (c) engaging two large organizations with
an established internal coaching culture.
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Second, the coach recruitment phase ran fromMay 2018 through to October 2018. A rigorous
pre-selection process was run based on in-depth online application interviews with each
professional coach. Each interview was conducted by the corresponding author to outline the
enrollment criteria and lasted 60 min to ensure coaches had ample space and time to familiarize
themselves with participation criteria (i.e. accredited training, adherence with a coaching body
and compliance with ethical standards). Coaches were granted a reflection period prior to their
coming onboard with clients. From originally 198 coach-client pairs, 176 pairs eventually
participated concluding their coachingprocesses successfully in linewith the study requirements.
Given its hypothesis-testing design, this study did not involve a client control group.

Third, coaches were required to recruit their workplace coaching clients to ensure client
anonymity and conduct up to 10 in-presence workplace coaching interventions (min. 60 min
per intervention) as is standard in coaching. This study did not involve any digitally
conducted coaching sessions. Both coaches and clients signed a written informed consent
(i.e. coaches with the corresponding author and clients with their coach). Clients completed
self-reportmeasures of personality traits prior to starting the coaching. In the coaching phase,
clients self-reported their AB within 24 h after completion of each session. Clients completed
self-report measures of ASD three months after completion of the coaching engagement.
Coaches were not invited to complete any measures as this study focuses on client’s ASD as
an intrapersonal process. For privacy and data safety reasons, questionnaires were
administered online and clients received questionnaire links via their coach. Data collection
was conducted between October 2018 and October 2019.

Fourth, this study was designed to be maximally naturalistic (i.e. certified coaches,
professional coaching, common clients with various employment categories, no specific
coaching-style and cultural diversity) to ascertain a certain level of generalizability of
examining whether AB (mean level and slope over time) mediates the associations between
personality traits and clients’ ASD.

2.2 Participants
First, this study involved clients from 31 countries (Table 1).

Each coach and client shared the same geographical background and resided in the same
country (Table 1). Second, the N5 176 coach-client pairs recruited for this study comprised
female-only pairs (n 5 94; 53.4%), male-only pairs (n 5 14; 8%) and mixed-gender pairs
(n5 68; 38.6%). In particular, coach-client pairs had the following gender mix: female-coach
male-client pairs (n 5 51; 29%) and male-coach female-client pairs (n 5 17; 9.7%). Third,
coach participation was based on coach’s level of experience rather than age, which was
defined by three categories: 1–9 years (N 5 46 coaches), 10 þ years (N 5 45 coaches) and
16 þ years (N 5 5 coaches) for the purposes of this study. The majority of coaches was
accredited with the International Coaching Federation (N 5 73) while N 5 23 coaches were
accredited with various other certified coach training institutes. N5 26 coaches engaged in
coaching full-time, andN5 70 coacheswere part-time practitioners. Fourth, this study design
allowed for coaches to work with several clients: N 5 34 coaches engaged with 1 client,
N 5 51 coaches engaged with 2 clients, N 5 6 coaches engaged with 3 clients and N 5 5
coaches engagedwith 4 clients. Fifth, clients were identified as having either a non-leadership
role, a middle management or an executive leadership function. Figure 2 shows the
distribution of clients’ employment category in organizations.

Coaches (N 5 96) were predominantly female (n 5 77; 80.2% vs male n 5 19; 19.8%).
Clients (N 5 176) had a slightly more balanced distribution in terms of gender (female
n5 111; 63.1%vsmale n5 65; 36.9%).Most clients were between ages 26–60 (age < 26 n5 9;
5.1%; age cluster 26–45 n5 99; 56.6%; age cluster 46–60 n5 58; 33.1%; age > 60 n5 9; 5.1%;
invalid entries n 5 1), with a mean age of 41.9 years (SD 5 10.5). There were no dropouts.
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2.3 Instruments and measures
2.3.1 A measure of the Big Five and ABCD components. Each Big Five trait scale (Wilt and
Revelle, 2015) contains 28 items, and ABCD components for each trait are measured with 7
items each. Example items for emotional stability across the ABCD components are as
follows: “Have frequent mood swings (R)” (Stable Affect), “Barge in on conversations (R)”
(Respectful Behavior), “Am easily confused (R)” (Composed Cognition), and “Want things
done my way (R)” (Tolerant Desire). Items are rated on a six-point Likert scale. Scores range
from 1 (“strongly disagree”) to 6 (“strongly agree”) and are averaged across items to indicate
general agreement on item level.

2.3.2 120-Item version of the revised IPIP-NEO personality inventory. The ABCD scales
have not been validated extensively, and thus, we sought to compare the predictive validity of
the ABCD scales to a more established Big Five measure that does not explicitly contain
balanced ABCD content. We chose the Maples et al. (2014) 120-item International Personality
Item Pool – Neuroticism, Extraversion & Openness’ (IPIP-NEO) measure as a comparison
because it contains a similar number of items and has desirable psychometric characteristics.

Country
Frequency distribution

Frequency Valid percent Cumulative percent

Australia 7 4 4
Austria 2 1.1 5.1
Belgium 4 2.3 7.4
Brazil 4 2.3 9.7
Canada 3 1.7 11.4
Chile 2 1.1 12.5
China 2 1.1 13.6
Czech Republic 4 2.3 15.9
Denmark 2 1.1 17
Ecuador 4 2.3 19.3
Egypt 2 1.1 20.5
Finland 2 1.1 21.6
France 1 0.6 22.2
Greece 9 5.1 27.3
Hungary 2 1.1 28.4
India 5 2.8 31.3
Indonesia 4 2.3 33.5
Ireland 2 1.1 34.7
Italy 4 2.3 36.9
Japan 2 1.1 38.1
Lithuania 2 1.1 39.2
Netherlands 21 11.9 51.1
Poland 2 1.1 52.3
Romania 2 1.1 53.4
Saudi Arabia 19 10.8 64.2
Singapore 1 0.6 64.8
Slovenia 4 2.3 67
South Africa 3 1.7 68.8
South Korea 2 1.1 69.9
The United Kingdom 33 18.8 88.6
The USA 20 11.4 100
Total 176 100

Note(s): Frequency indicates the number of participants per country. The valid percent column shows the
percentage that does not include missing cases. Cumulative percent adds the percentages of each region from
the top of the table to the bottom, culminating in 100

Table 1.
Frequency distribution
of sample by country
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The measure manifests good reliability, substantial convergence with the NEO PI-R as well
as with Johnson’s (2011) IPIP-J inventory and strong criterion validity across two samples.

2.3.3 Affect balance (PANAS_AB). The 20-item Positive and Negative Affect Schedule
(PANAS; Watson et al., 1988) consists of words that describe various emotions and feelings
(e.g. happy, distressed and scared), with 10 items each for positive and negative affect. Clients
rated their affective experience on a five-point Likert scale ranging from 1 for “very slightly”
to 5 for “extremely” after each session. AB (PANAS_AB) was calculated based on the method
by Koydemir et al. (2013): the difference between positive affect and negative affect
(i.e. positive affect minus negative affect). High scores are indicative of positive AB.

2.3.4 Authentic self-development. The scales used to assess facets of ASD reflect grounded
theory on ASD in coaching (Fusco et al., 2015) Each dimension measured has been identified
as reflecting ASD (Fusco et al., 2015; Spence, 2008; Spence and Oades, 2011). The ASD
measurement instrument included four scales: (1) The Perceived Competence (e.g. “I feel
confident in my ability to attain my goal.”) scale reflects confidence related to achieving
coaching-related goals. This scale included four items adapted from the scale created by
Williams and Deci (1996). (2) The five-item Goal Commitment (e.g. “I think this is a good goal
to shoot for.”) scale reflects determination to reach a goal (Klein et al., 2001). (3) The Goal Self-
Concordance (e.g. “I strive for this goal because I really believe it’s an important goal to have.”)
scale reflects the degree to which clients feel autonomous in goal pursuit. The scale was
created by Sheldon and Elliot (1998) and later refined by Sheldon and Houser-Marko (2001).
(4) The three-itemGoal Stability (e.g. “My interest in this goal did not change significantly over

Figure 2.
Distribution of clients’
employment category
in organizations
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the past four weeks or so.”) scale reflects the extent to which aspirations evolved over the
course of the study (Prywes, 2012). The scale was developed by Prywes (2012) based on
Spence’s (2008) work on the confounding effects of goal instability in goal setting research.
For each scale, participants responded to Likert-type anchors ranging from 1 5 Strongly
Disagree to 45Neutral, to 75 Strongly Agree. We computed scores for each scale as well as
a composite score that was calculated as the mean of all four scales.

3. Statistical analysis: multilevel structural equation modeling
The final dataset consists of multilevel data: measures of personality and ASD (ns5 176 each)
were assessed between-persons (level 2), and repeatedmeasures ofAB (n5 1,267)were assessed
within-persons (level 1); thus, they were nested within clients. Given that we sampled from
multiple individuals over multiple times, we have both between-person data (across individuals)
and within-person data (within individuals over time). Therefore, multilevel modeling
approaches are designed to handle such a data structure appropriately. Specifically,
multilevel structural equation modeling (MSEM, Preacher et al., 2010) was performed in the
statistical modeling software Mplus version 8.4. As the level 2 independent and dependent
variables were mediated by the level 1 AB score, a 2-1-2 mediation model (Preacher et al., 2010)
was chosen for the analysis. The ABmean and random slope (which allows individual slopes to
differ across clients) were modeled as potential mediators of personality andASD relationships.
The mean level reflects average AB across sessions. The slope reflects change over sessions.
Maximum likelihood estimation was used in all models, as it accounts for unbalanced cluster
sizes (i.e. varied number of sessions) and random slopes. Figure 3 depicts the basic analytical
overview of the 2-1-2 mediation model. Importantly, simulation studies have shown that the
sample size of level 2 units (176) and average level 1 units (7.20) in this study result in good power
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Note(s): Basic analytical 2-1-2 path model reflecting interactions between personality traits as a mean
measure (Big 5 Mean comprising Agreeableness, Conscientiousness, Emotional Stability Extraversion,
Openness) representing the balanced ABCDs as a mean (comprising Affect, Behaviour, Cognition,
Desire) prior to the commencement of the coaching engagement, affect balance (PAN AF) measured
within 24 hours after each session over time (PAN AF T1 … T10), the mean level of PAN AF over time
(T1 … T10), the slope of state PAN AF over time (T1 … T10), authentic self-development as a mean
(ASD Mean) and measures for the dimensions Perceived Competence, Goal Commitment, Goal Self-
Concordance, Goal Stability three months after the coaching engagement was completed. Big 5 Mean
and ASD Mean form Level 2 variables assess clients, and PAN AF M (T1 … T10) mean and PAN AF
Slope form Level 1 variables in the 2-1-2 model assess client session self-reports
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for detecting, at least, medium effect sizes at the using multilevel modeling approaches
(ScherbaumandFerreter, 2009).Moreover,Wilt andRevelle (2015) ran factor analyses to identify
and confirm the ABCDs making these components more easily measurable also in this study.

3.1 Iterating the 2-1-2 mediation model
There are 25 separate models for each Big Five trait and ABCD component of each trait
predicting the composite (mean) ASD score. Themodels were completely saturated. In iterating
the models, the dimensions Perceived Competence, Goal Commitment, Goal Self-concordance
and Goal Stability were used instead of the composite score resulting in 125 models for the
ABCD scales (see all supplemental materials for a parallel iteration ofmodels on theMaples et al.
(2014) trait dimensions and facets).We acknowledge that the large number ofmodels and effects
raises the Type 1 error rates for individual estimates. However, as we aimed to explore
associations, we were interested in the overall pattern of effect sizes (and their magnitudes)
rather than numerous null-hypothesis significance tests (Sherman and Funder, 2009).

Parameters of interest in all path models were estimated by standardized regression
coefficients. Those included direct effects relating (1) trait (and ABCDs) components to ASD
dimensions, (2) trait (and ABCDs) components to mean AB, (3) trait (and ABCD) components to
the slope ofAB, (4)meanAB toASDdimensions and (5) the slope ofAB toASDdimensions. Two
indirect effectswere computed relating (1) the path from trait (andABCD) components toASDvia
mean AB and (2) the path from traits (and components) to ASD dimensions via the slope of AB.

Methodologically, given the complex nature of the iterated mediation model in this study,
self-reported variables are likely to correlate. Therefore, there may be concern about the
effects of common method variance (CMV) (Podsakoff et al., 2003). While including a control
group or other CMV detection techniques (i.e. marker-based methods) is a possible way to
determine any link between coaching and artificially inflated relationships among variables
at first glance, even the most fervent proponents of marker-based techniques caution that the
utility of the marker-based technique depends on the quality of the markers applied to
implement those detection techniques (e.g. Williams et al., 2010). Indeed, some authors recur
to not recommending the use of any such techniques (e.g. Conway and Lance, 2010). That
said, we acknowledge that it is not possible to rule out method variance completely and hold
that analytical strategies such as a multimethod multitrait matrix (MTMM) would be ideal
(Lindell and Whitney, 2001). In discussing CMV, we put forth considerations to support our
claim that CMV did not overly influence our results (see section 5 Discussion below).

4. Results
First, we present descriptive statistics and reliabilities. Next, we turn to Multi-Model
Modelling (MLM) path models, first focusing on direct effects and then describing indirect
effects, which were central to our research questions in this study.

4.1 Descriptive statistics and reliabilities
The values for descriptive statistics and reliabilities were calculated using Statistical
Package for the Social Sciences (SPSS) version 25 (Table 2a). Items that had reliability
problems at facet level were conscientiousness (affect), extraversion (cognition) and openness
(behavior) with a Cronbach’s Alpha α < 0.8 (Table 2a). Personality and ASD had no missing
data. Because of variance in the number of sessions per client, AB data points showed
missing data. The 1,267 AB reports were broken down per session number (Figure 4a), and
each session was further clustered by number of sequential sessions (Supplemental
Figure 4b). The recorded timespan between coaching sessions was on average 16 days, 3 h
and 29 min (Figure 5).
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N Min Max M SD α

Trait agreeableness 176 2.04 5.89 4.64 0.54 0.79
Agreeableness – A-sympathetic affect 176 1.86 6.00 4.59 0.73 0.67
Agreeableness – B-considerate behavior 176 1.71 6.00 4.66 0.74 0.65
Agreeableness – C-trusting cognitions 176 1.86 5.57 4.41 0.65 0.58
Agreeableness – D-affiliative desire 176 2.00 6.00 4.89 0.61 0.53
Trait conscientiousness 176 2.25 5.61 4.20 0.54 0.66
Conscientiousness – A-affinity for routine affect 176 2.00 5.14 3.60 0.68 0.46
Conscientiousness – B-responsible behavior 176 1.86 6.00 4.17 0.88 0.71
Conscientiousness – C-perceptive cognition 176 2.00 6.00 4.74 0.65 0.60
Conscientiousness – D-perfectionistic desire 176 1.71 6.00 4.30 0.85 0.78
Trait emotional stability 176 2.18 5.64 3.93 0.68 0.72
Emotional stability – A-stable affect 176 1.57 6.00 4.00 0.91 0.76
Emotional stability – B-respectful behavior 176 1.57 6.00 4.26 0.87 0.72
Emotional stability – C-composed cognition 176 1.14 5.86 3.96 0.99 0.82
Emotional stability – D-tolerant desire 176 1.57 5.71 3.51 0.91 0.77
Trait extraversion 176 2.25 5.32 3.90 0.61 0.76
Extraversion – A-positive affect 176 1.43 6.00 4.26 0.87 0.76
Extraversion – B-gregarious behavior 176 1.00 5.71 3.63 0.89 0.77
Extraversion – C-spontaneous cognition 176 2.00 5.14 3.82 0.64 0.50
Extraversion – D-attention-seeking desire 176 1.71 5.57 3.87 0.77 0.69
Trait openness 176 1.75 5.68 4.64 0.66 0.83
Openness – A-appreciation for beauty affect 176 1.57 6.00 4.88 0.76 0.68
Openness – B-challenging behavior 176 1.71 5.71 4.27 0.71 0.56
Openness – C-intellectual cognition 176 1.57 6.00 4.68 0.91 0.87
Openness – D-inquisitive desire 176 1.00 6.00 4.71 0.86 0.85
Agreeableness – ABCD 176 2.04 5.89 4.64 0.54 0.79
Conscientiousness – ABCD 176 2.25 5.61 4.20 0.54 0.66
Emotional stability – ABCD 176 2.18 5.64 3.93 0.68 0.72
Extraversion – ABCD 176 2.25 5.32 3.90 0.61 0.76
Openness – ABCD 176 1.75 5.68 4.64 0.66 0.83
PAN AffectBalance T1 176 �24 40 16.81 11.98 0.79
PAN AffectBalance T2 165 �25 40 19.07 12.67 0.72
PAN AffectBalance T3 157 �6 40 20.83 10.16 0.76
PAN AffectBalance T4 152 �13 39 20.68 12.16 0.75
PAN AffectBalance T5 145 �16 40 20.81 12.21 0.75
PAN AffectBalance T6 137 �9 40 22.51 11.30 0.80
PAN AffectBalance T7 115 �13 40 22.70 11.91 0.76
PAN AffectBalance T8 92 �18 40 22.33 11.82 0.73
PAN AffectBalance T9 73 �20 40 23.42 13.24 0.69
PAN AffectBalance T10 61 �10 40 23.85 11.01 0.75
ASD mean 176 2.84 6.74 5.40 0.66 0.89
ASD perceived competence 176 2.50 7.00 5.96 0.89 0.91
ASD goal commitment 176 1.60 7.00 5.87 0.97 0.81
ASD self-concordance 176 2.50 7.00 5.55 1.02 0.62
ASD goal stability 176 1.00 7.00 3.99 1.34 0.58

Note(s): Sample size (N), means (M), standard deviations (SD), minimum (Min) and maximum (Max) ratings
per variable across the sample size, and Cronbach’s alpha (α) as a measure of reliability. Ratings range for Big
Five Traits and ABCD scales from 1 to 6, for AffectBalance from�40 to 40, for ASD values from 1 to 7. ABCD
denotes cumulative descriptive values for the Big Five components per trait dimension. T1 to T10 indicates the
number of sessions as measurement points for the PAN (PANAS) AffectBalance measures. ASD indicates the
measures used for assessing client’s authentic self-development in their goal attainment

Table 2.
Descriptive statistics,

reliabilities for Big Five
Traits, ABCDs,

PANAS, and ASD
values for authentic

self-development

Personality
traits and their

ABCD
components
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The ABCD scale mean values ranged from M 5 3.50 to M 5 4.88 with the standard
deviation value ranging from SD 5 0.61 to SD 5 0.99. The AB mean value ranged from
M 5 16.81 to M 5 2.85 with the standard deviation value ranging from SD 5 10.16 to
SD5 13.24. Cronbach’s Alpha for all measures were calculated (Table 2a). The measures
used in this study generally showed moderate to good degrees of reliability; a few scales
showed relatively low internal consistencies by conventional standards which is expected
with brief scales (Gosling, 2017). The mean value ranges and standard deviation value
ranges for the Maples et al. (2014) dimensions and facets are detailed in supplemental
Table 2b.

4.2 Multilevel path models
The complete path model results (all direct and indirect effects) for Big Five traits and ABCD
components per ASD dimension are included in Table 3a. Table 3a includes standard
correlations showing associations between the ABCDs, AB and ASD dimensions.

In nearly all models, traits and ABCDs positively predicted the mean of AB but were
unrelated to the slope of AB (i.e. traits and ABCDs associated with average AB across
sessions but not changes in AB across the entire study). In turn, mean AB nearly always
positively predicted perceived competence and goal commitment; however, results were
mixed for goal self-concordance (some positive effects and some null effects) and were mostly
null for goal stability. The slope of AB rarely predicted any ASD dimension. Supplemental
Table 3b details the key values for significant direct and indirect effects obtained from the
multilevel path models for Maples et al. (2014) dimensions and facets; results were relatively
comparable to the ABCD assessment.

The indirect effects for the traits andABCDs aremost central to themediation hypotheses.
Across trait measures, indirect effects including the slope of AB as a mediator were not
significant across the ASD composite and individual dimensions. In contrast, many indirect
effects from traits and ABCDs to ASD through the mean of AB were significant (Table 4a).
Specifically, indirect effects including mean of AB as a mediator were largely significant for
the composite and dimensions of perceived competence and goal commitment, but not for
goal self-concordance or goal stability. For all effects, agreeableness, conscientiousness,
emotional stability, extraversion and openness predicted higher levels of ASD through more
positive AB means, which are consistent with our expectations.

There were some nuances in the indirect effects results across trait measures. Of the 25
indirect effects relating the ASD composite to ABCD scales through the slope of AB, 22 were
significant. Similar patterns of results were obtained for the goal dimensions of perceived
competence (23/25) and goal commitment (22/25). Table 5a depicts the absolute values of
indirect effect sizes relating personality to perceived competence and goal commitment. That
table shows the number of indirect effects within certain ranges (0.00–0.10, 0.11–0.20, 0.21–
0.30, > 0.30) for each measure, which were separated by traits and facets.

The Maples et al. (2014) facets showed relatively similar effects (Supplemental Table 5b).

5. Discussion
In this study, we tested whether individual differences in clients’ ASD could be predicted
from personality traits and ABCD components, and we tested whether AB (mean and
slope) mediated associations between personality and ASD. Although we used client self-
reports to assess all variables, there are several characteristics of the findings that are not
consistent with CMV (Podsakoff et al., 2003). First, there were non-significant
associations between variables assessed with the same method, which would not be
expected if CMV were a strong contributor to the findings (Lindell and Whitney, 2001).

Personality
traits and their

ABCD
components
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Mediation analysis:
types of measurement
for big five traits and
facets per ASD
dimension
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Second, in the multilevel path analyses, there were unique associations between (1) traits
and measures of ASD controlling for AB and (2) between AB and measures of ASD
controlling for traits. It is unlikely that those unique associations would be so prevalent if
CMV were a strong contributor to findings. Third, separation of assessment in time
(measurement of traits at T1, AB measured repeatedly across sessions and ASD
measured three months after the completion of the coaching) as a methodical approach
helps alleviate concerns about CMV.

The reliability issues relating to the A (affect) content in conscientiousness, the C
(cognition) content in extraversion and the B (behavior) content in openness may to do with
how Wilt and Revelle (2015) report that (1) conscientiousness is primarily a behavioral trait,
(3) extraversion is primarily behavioral-affective and (4) openness is primarily cognitive in
content.

In this sense, as suggested in our rationale for the ABCD approach in coaching research,
this approach is a way to translate traits into terms that may be understandable semantically
and psychologically in coaching. Therefore, we call coaching research to investigate the
relationship between coaching interventions (e.g. learning styles) and client’s ASD through
the lens of ABCDs as a conscientious person may benefit from workplace coaching that
utilizes behavioral growth tools more than from approaches that target shifts in emotion or
cognition.

Moreover, the potential issues associated with assessing traits as unbalanced
representations of ABCD content in coaching, as elaborated in the conceptual part of this
paper, may present serious conceptual and practical limitations to the current use of
psychometric tools in coaching and coaching research reinforcing our lack of understanding
of the role that personality can play in workplace coaching.

5.1 The role of personality and affect balance in authentic self-development
As expected, both traits and ABCD components had direct effects on the ASD composite and
most dimensions of ASD (i.e. perceived competence, goal commitment and goal self-
concordance but not goal stability). While trait measures had moderate effect sizes, ABCDs
tended to have small effect sizes, although we had expected the ABCDs to have stronger or
more consistent associations. This may be attributable to the balanced representation of the
ABCDs across traits (Wilt and Revelle, 2015). Specifically, each ABCD component may add
predictive value. When combined as they were in our trait measures, they are likely to have
had higher predictive power than ABCDs assessed separately. The lack of a balanced ABCD
assessment in previous studies may also explain why previously reported associations
between some personality traits and coaching outcomes were inconsistent and tended to be
small (Stewart et al., 2008; de Haan et al., 2019). That is, trait measures in those studies
potentially included only a portion of ABCD content, reducing the predictive power of the
measures.

Finding that neither traits nor ABCDs related to goal stability is explainable by goal
stability being neither a purely trait nor state measure. Instead, coaching scholars

Scale

Absolute value of indirect effect size
Perceived competence Goal commitment

10 0.11–0.20 0.21–0.30 0.00–0.10 0.11–0.20 0.21–0.30

ABCD scale composite traits 0 1 4 0 5 0
ABCD scale facets 2 16 2 7 13 0

Note(s): Numbers indicate how many indirect effect sizes fall within the specified effect size range

Table 5a.
Absolute values of
indirect effect sizes
relating personality to
perceived competence
and goal commitment
via mean affect balance
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(e.g. Clutterbuck and Spence, 2017) theorize that goals need to be viewed in a more systemic
manner as they form a part of client’smore complex context (e.g. current concerns, general life
tasks, personal projects and strivings; level of difficulty of a goal as it challenges clients
mentally, emotionally and physically and level of abstraction and specificity of goals).
Therefore, goals need to be considered as “temporary responses to a set of needs”
(Clutterbuck and Spence, 2017, p. 218) requiring clients to be flexible to adapt internal and
external changes. In line with Boyatzis and Howard (2013), we call for a more nuanced
approach to goal stability that considers adaptive aspects of both rigidity and flexibility
(Brandtst€adter and Rothermund, 2002). Specifically, flexible goal adjustment in terms of goal
instability and tenacious goal pursuit in terms of goal stability can both facilitate ASD in
workplace coaching. Future studies may benefit from measuring these two aspects.

5.1.1 The role of themean and slope of affect balance inmediation.Mean levels of AB rather
than change in AB partially explained associations between personality and two dimensions
of ASD (perceived competence and goal commitment). For instance, more conscientious
clients showed higher goal commitment in part due to their higher average (or consistent)
capacity to balance positive and negative mood rather than the increase in their capacity for
AB. As such, our finding builds on personality literature indicating that traits predict optimal
affective functioning (e.g. Steel et al., 2008) and that such functioning may partially explain
associations between traits and better outcomes (Sirois et al., 2015). Our finding also supports
the idea that AB generally constitutes a powerful self-regulatory resource that helps people to
advance toward valued outcomes (Sirois, 2015b).

In contrast, AB did not mediate personality associations with goal stability and goal self-
concordance. As there was no main effect found for personality on goal stability in client’s
ASD, a mediator analysis for AB is immaterial (Baron and Kenny, 1986). While personality
predicted goal self-concordance, we offer some post-hoc reasoning why self-regulatory
resources such as ABmay not be important for explaining these associations.We reason that
clients with more adaptive traits are likely to experience coaching as guiding them towards
goal-related behaviors that are already in linewith their personalities (i.e. self-concordant goal
pursuit). Thus, coaches may encourage more extraverted, agreeable, conscientious,
emotionally stable and open behaviors to facilitate those clients’ goals. Conversely, clients
who score lower on adaptive traits may feel that their goal process is not self-concordant, as
theywould by trying to behave “out of character.” In latter case, there is no need to invokeAB
as a mediator.

6. Implications for workplace coaching and management development
6.1 Theoretical implications for workplace coaching
First, the ABCD assessment, as compared to traditional Big Five measures, resulted in
clearer associations between client’s personality and ASD over time. Thus, we call for
longitudinal research to further investigate both the direct and indirect influences of traits
and ABCDs as process measures on ASD to advance our theoretical understanding about
the nuanced role of client’s personality both in goal-focused workplace coaching
(Clutterbuck and Spence, 2017) and workplace coaching as a process of developing
client’s authenticity. All the more, coaching psychologists (e.g. Lai and McDowall, 2014)
increasingly seek to more deeply understand how personality as a process (Hampson,
2012) plays out in workplace coaching. Second, based on the results of this study and as
suggested by Fusco et al. (2015), ASD as the “process of becoming” a continuously
congruent self across contradictory behaviors may most probably take place against
someone else’s taste or will in a social context. For instance, workplaces represent a
specific social context for clients. Therefore, we need further research into the role that
social context plays in client’s ASD in coaching as a unique self-regulatory intervention
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that supports clients in their process of “becoming one”. Third, the mediational findings
(i.e. higher levels of AB over the course of coaching partially explained associations
between personality and dimensions of ASD) highlight the importance of supporting a
more optimal affective experience for clients during workplace coaching. As affect is an
internal experience, we propose that future studies examine whether external/contextual
factors of coaching strengthen/weaken client’s positive internal coaching experiences
(Erd€os et al., 2020). It is possible that specific contextual factors (e.g. virtual setting,
specific positive interactions between coach and client and quality of coach–client
relationship) are contributing to the associations between client’s personality, AB and
ASD in complex ways that only process research can bring to light through advanced
interactional study designs in workplace coaching (Erd€os and Ramseyer, 2021). Therefore,
it will be important to clarify those kinds of associations because doing so is likely to (1)
advance our understanding of the nuanced interactions between client’s internal and
external/contextual factors that will contribute to better client outcomes and (2) provide
practical guidance on how coaches may foster management environments that are more
conducive to positive growth.

6.2 Theoretical implications for management development
In the wider theoretical fields of social psychology, organizational behavior and leadership
development, our study is important for at least two reasons. First, we urge coaching
scholars to identify ties between workplace coaching both to client’s nuanced personality
and ASD because those ties can move workplace coaching science further toward
becoming a more mature interdisciplinary intervention toward positive organizational
practices such as OCD as a set of behaviors that promote effectiveness in organizational
functioning (e.g. Redelinghuys et al., 2018). As authenticity is reported to support
flourishing (Sutton, 2020) and as flourishing at work has been found to affect employees’
intention to leave, work performance and OCD, we urge coaching scholars to investigate
the impact of ASD through workplace coaching on positive organizational practices. Second,
in our modern-day society of volatility, uncertainty, complexity and ambiguity (VUCA)
(Barber, 1992), we need a deeper understanding of how workplace coaching can support
leaders’ capacity to take purposeful decisions in high-pressure situations and develop
continuity across potentially contradictory behaviors driven by VUCA. Leaders
understanding their self as a set of affective-cognitive-action-based intrapersonal and
interpersonal dynamics (Mischel and Morf, 2003) through workplace coaching towards ASD
can inform practices (i.e. self-concordance and continued adjustability) that will foster
authentic leadership, which again will enhance trust, team productivity and increased work
engagement (Fusco et al., 2015).

6.3 Practical implications for workplace coaching
First, our findings suggest that coaches may need to expand their styles beyond those that
focus on goal attainment to include those that reflect process knowledge about coaching as a
change intervention that has a self-regulatory influence on clients (i.e. each coaching session
formsmore than the sum of its individual parts). Clients do not need more AB.What seems to
be important for client’s ASD is how well rather than howmuch more or less clients arrive at
regulating their emotional states across sessions and over time. Second, findings suggest that
coaches may need to consider client’s ASD as an important outcome for clients. Third,
coaches may need to get trained in skills that enhance client’s ability to work with goal
instability. The purpose is for clients to grow as self-determined individuals adjusting goals
as away of (1) developing continuity in the face of contradictory behaviors and (2) integrating
inconsistent behaviors into a coherent self-concept. As goals are understood to be malleable,
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coaches will need to support clients in developing authentically through maintaining their
stability of goal-directed functioning rather than the stability of any particular goal clients
have. Repeated goal-orientation and task-setting are likely to foster client’s AB toward
“continued adjustability” in pursuing goals, which is more likely to support their “becoming
one” in line with their personality than goal stability. Fourth, we propose that coaches need to
develop a more complex understanding of the relations between client’s personality, AB and
ASD: (1) AB is not found to fully explain the relationship between client’s personality and
ASD as coaching per se seems to produce a self-regulatory effect on client’s ASD; (2) when
goals match client’s personality, clients will feel more self-concordant in their goal pursuit.
Clients will feel a strong conviction and will be interested in pursuing their goals as an
expression of their ASD, which implies that self-concordance as a personality trait does not
require any self-regulatory resources through AB and (3) as goes for change in AB, clients
with a conscientious personality will not be affected by change in mood in how they stay
committed to goals. Instead, client’s average increased capacity to balance their moods may
determine how well they can stay committed to goals over time. Therefore, coaches need to
develop an awareness of the complex interactions between client’s personality, AB and ASD
to become more effective in supporting client’s development and growth through workplace
coaching over time.

7. Limitations
First, given the correlational design of this study, we cannot make strong causal conclusions.
Despite the relatively low representative value of the convenience sampling design, the
naturalistic intercultural character of the sample supports generalizability of our findings.
Hence, this study may be considered as an important step toward research into the temporal
dynamics of workplace coaching, which normally goes unheeded in traditional outcome-type
studies.

Second, we acknowledge that it is not possible to rule out CMV (Podsakoff et al., 2003)
completely and hold that analytical strategies such as a MTMM would be ideal (Lindell and
Whitney, 2001). However, the considerations put forth in section 5 Discussion support our
claim that CMV did not overly influence our results.

Third, we did not inquire into the coaches’ perspectives about client learning dynamics,
which seems a lost opportunity and future process research can enhance the study design to
include outcome measures for coaches to complement our understanding of howASD relates
to workplace coaching as a change process. Additionally, client self-reports come with well-
known limitations and biases.

Fourth, while our ABCD approach to personality trait assessment is new and thus may be
a limitation, the operationalization of the balanced ABCD content across the traits adds
conceptual strength.

8. Conclusions
This study was designed to be in line with calls (Fusco et al., 2015; Kinsler, 2014) to better
understand factors that predict ASD during the coaching process. Specifically, we tested the
extent to which ABCD components of the Big Five influence dimensions of ASD via AB. Our
findings are important for determining why some clients have difficulty achieving greater
self-congruence, while others are more successful in coaching. Self-congruence forms an
integral part of authentic leadership, which enhances trust, team productivity and increased
work engagement (Fusco et al., 2015). Consequently, based on our findings we call for
additional, longitudinal research to bring to light yet undiscovered direct and indirect
predictors of ASD.
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