@
Saudi Arabia
Chapter

ICF Saudi Arabia Chapter - ICW 2026

Inner Change Before Outer Change: How Inner Patterns Drive Leadership

Field ‘ Details

Session Title Inner Change Before Outer Change: How Inner Patterns Drive Leadership

Speaker Coach Dima Baltagi

Event International Coaching Week 2026 - ICF Saudi Chapter

Date & Time Thursday, May 14, 2026 | 7:00 PM - 8:00 PM (KSA Time)

Language English

Primary Theme Change Leadership, Coaching, Inner Patterns, Leadership Identity, Human-Centered Transformation

YouTube Link: https://youtu.be/oXlscuDCJu0

1. Executive Summary

This session explored the connection between change, leadership, and coaching. Coach Dima Baltagi positioned these three
fields as deeply interconnected: real organizational transformation does not begin with structures, frameworks, or
processes only; it begins with the inner patterns that shape how leaders react, decide, communicate, and lead under
pressure.

The central message was that behavior is only the echo, not the source. Beneath visible behavior sit emotions, stories,
beliefs, and identity patterns. When organizations focus only on external change, the same dysfunctional dynamics often
return. Sustainable transformation requires inner change: awareness, psychological safety, reflection, somatic awareness,

and the ability to pause before reacting.

The session reframed coaching as a practical leadership intervention during change. Coaching helps leaders observe
patterns, rewrite internal narratives, build inner change readiness, and move from fear-based performance to grounded
presence.

2. Best Highlights from the Session

e Change, leadership, and coaching are one conversation: The speaker framed these fields as mutually reinforcing. Change
activates leadership patterns, and coaching helps leaders work with those patterns consciously.

e Behavior is the echo, not the source: Visible behavior is only the final expression of deeper emotions, stories, beliefs, and
identity. Working only on behavior creates temporary improvement, not sustainable transformation.

e Outer change fails when inner architecture remains unchanged: Organizations may redesign structures, processes,
systems, and strategies, but the same patterns return if leaders do not shift internally.

e Awareness is different from analysis: Analysis is the mind trying to solve the pattern. Awareness is stepping back far
enough to observe the pattern without becoming trapped inside it.

e The body reacts before the mind fully understands: In difficult conversations, the nervous system may respond as if there
is a threat. Physical cues such as tightening, heat, or a drop are important data.

e Leadership identity is often learned, not consciously chosen: Leaders carry stories shaped by approval, rejection, power,
pressure, culture, and early environments. These stories can be rewritten.
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Protection patterns are intelligent adaptations: Wanting to appear competent, liked, in control, harmonious, or respected
is not weakness. The question is whether these protections still serve the leader under pressure.

Change activates identity threats: Restructuring, new systems, strategic shifts, or stakeholder resistance can threaten
certainty, competence, belonging, image, control, and reputation.

The pause is where leadership lives: A few seconds between trigger and response can shift a leader from reacting to
choosing, from defending to leading, and from pattern to presence.

Coaching is not a soft conversation: The speaker emphasized coaching as a practical and neurological intervention that
builds new reflective pathways and strengthens leadership capacity.

Key Insights

Insight 1 - Real transformation starts below behavior: Leadership development becomes more powerful when it addresses
the emotional and identity roots behind the behavior, not only the visible action.

Insight 2 - Leaders often externalize the problem during change: When transformation becomes difficult, leaders may
blame the process, the system, the team, or the strategy. The session invited leaders to also examine what is being activated
inside them.

Insight 3 - Defensive reactions are often protection, not intention: When leaders become rigid, controlling, silent, fast, or
autocratic, the pattern may be attempting to protect competence, image, authority, or belonging.

Insight 4 - Inner change readiness is a leadership capability: Leaders need the capacity to notice when a pattern has been
activated, understand the body signal, pause, and choose a more conscious response.

Insight 5 - Identity can be rewritten: Identity is not destiny. It is a learned story that can be explored, questioned, and
reshaped through reflection and coaching.

Insight 6 - Coaching creates the safety for difficult questions: The coaching relationship allows leaders to ask questions
they may not be able to ask themselves, especially around fear, performance, image, and authenticity.

Insight 7 - Human leadership becomes more important in the Al era: As Al handles more technical work, the differentiator
becomes leaders’ inner capacity: presence, humanity, ambiguity tolerance, and conscious choice.

The Inner Architecture Behind Behavior

Meaning in the Session Coaching / Leadership Implication

The visible action or reaction. The speaker . ) .
Do not start by fixing behavior only. Use behavior

Behavior described it as the echo or symptom, not . .
as data that points to something deeper.
the source.
The immediate internal spark such as Help leaders name what is happening emotionally
Emotion frustration, defensiveness, shame, anger, before moving into problem-solving or
anxiety, or fear. explanation.

Story / Narrative “They do not trust me,” *l need to prove

The meaning the mind quickly creates: .
Challenge the story gently. Ask whether it is true,

. . protective, outdated, or limiting.
this,” or *I must push harder.

Belief / Identity the leader must be to stay safe, examine the identity they are defending and

The deepest layer: the belief about who Sustainable change happens when leaders

competent, respected, liked, or in control. | decide whether it still serves them.
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5. The Pause Model: From Trigger to Conscious Choice

Moment

Trigger

What Happens

A difficult conversation, stakeholder
pushback, a board challenge, or resistance
to change activates the leader.

What the Leader Can Practice

Notice the trigger without rushing to defend,
explain, or control.

Somatic signal

The body reacts first through tightening,
heat, drop, pressure, or physical
discomfort.

Treat the body as data. Use it as an early warning
system.

Emotion rises quickly: frustration, shame,

Name the emotion after the moment, and

Emotion ) ; gradually build capacity to notice it during the
fear, anxiety, defensiveness, or anger.
moment.
The mind forms an interpretation in . . .
. Ask: What story am | telling myself right now? Is it
Story milliseconds, often around trust, respect,

competence, or control.

the whole truth?

Automatic behavior

The leader may speed up, over-control,
withdraw, lose their voice, become rigid, or
become autocratic.

Recognize the pattern as an adaptation, not a
personal failure.

Pause

A microspace between trigger and reaction
allows the leader to choose differently.

Pause for a few seconds. This is the shift from
reacting to choosing.

Conscious choice

The leader moves from defending to
leading, from pattern to presence.

Respond from the wisest self rather than the
most threatened self.

6. Leadership Identity and Protection Patterns

Protected Identity

Competence

How It May Show Up

capable, and certain.

The leader needs to appear knowledgeable,

Reflective Question
What am | afraid people will assume if | do
not have the answer?

Connection / Being liked

saying what needs to be said.

The leader avoids disappointing others or

What am | sacrificing in order to be liked
or needed?

Control

The leader reacts to uncertainty by

tightening control or pushing harder.

What would | do if | trusted the process
more?

Harmony

The leader avoids conflict to keep
everything looking positive.

What conversation am | avoiding in the
name of harmony?

Image / Reputation

The leader protects how they appear
because image becomes linked to survival.

Who am | when | am not performing?

Authority / Ego

right.

The leader defends status, rank, or being

What identity am | defending right now?
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7. Practical Takeaways for Coaches and Leaders

When a leader wants to change a behavior, first explore what the behavior is protecting.

Invite leaders to identify moments when they did not show up as intended and examine what took over before they could
choose differently.

e Use somatic cues as data. Ask what happened in the body just before the reaction appeared.

e Normalize protection patterns as intelligent adaptations, then explore whether they are still useful.

Help leaders distinguish between external challenges and the internal stories they attach to those challenges.
e During transformation, coach leaders to notice identity threats around competence, control, reputation, belonging, and
authority.

Build the habit of pausing for a few seconds before responding to difficult feedback, resistance, or conflict.

Ask leaders to reflect after the fact: What was activated? What story did | tell myself? What would my wisest self have done?
e Treat coaching during change as a strategic investment, not a luxury or remedial support.

e Use coaching to move leaders from performance and image management toward authenticity, grounded presence, and
conscious leadership.

8. Memorable Statements

‘Behavior is the echo, not the source.”

“The real architect of behavior is the inner world.”

"Awareness is stepping back far enough to see the pattern without being trapped inside it.”
“Identity is not destiny. It is a story you learned, and it can be rewritten.”

“The pause is where leadership actually lives.”

“This is where you shift from reacting to choosing, from defending to leading, from your pattern to your

presence.”

“Coaching is not a soft conversation. It is a neurological intervention.”
‘Inner change is what makes outer change sustainable.”

“Inner change is not a destination. It /s a practice.”

“The body is data. Do not overlook it."
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